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CHAPTEH I 



THE PROBLEJ^ 

Tho Increasing emphasis on the personnel function In 
nmnagemont is of great importance to tho military as well 
as the civilian administrator* In recognition of this im- 
portance the Kavy Depertmont sponsors graduate study at 
selected universities for officers desiring to further 
their baclcground for duty in tho field of personnel ad- 
ministration and training. Selection for and completion 
of this study does not indicate that an officer will con- 
tinue to speciallno in personnel work for tho remainder 
of his service career. He may anticipate assignment to 
the Bureau of Naval Personnel and to tho larger activi- 
ties in a staff capacity from time to time, but his pri- 
mary claosif ication is not changed: ho cay expect to re- 
main fully eligible for promotion end command rosponsl- 
bilitios vrlthin that clasolflcation* His concern with 
personnel will be for the most part that of the lino ad- 
ministrator rather than that of tho staff advisor. As a 
lino administrator a naval officer will bo affecting tho 
morale of his organisation with his almost every decision. 
Therefore an academic probo into the field of personnel 
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adalnlstratlon Is of groat value to tho line officer as 
well as to the officer doslgnatod a personnel specialist# 
Morale affects porfonr.anco* Therefore, a ayatenatic 
study of conditions affecting rioralo, and uno of personnel 
techniques derived fro® sclontlflc study, should benefit 
tho service in the long run, toy planned effort should 
prove bettor than hunch and inprovlaatlon. 

Aboard ship, as elsewhero, morale la not static. It 
is affected froa above and below, from within and without 
tho organisation. Of tho innumerable factors affecting 
laoralo, this paper will be concerned with those factors 
within tho control of tho shipboard adniniatrator, ’Shile 
it is not intended to establish a dichotomy of *’politi~ 
cl an- administrator", directives and policies from higher 
authority will not bo subjected to critical scrutiny or 
analysis. For example, tho morale changes effected by the 
rapid postwar demobilization were largely beyond tho con- 
trol of the shipboard officer, olthough his awareness and 
use of administrative techniques and methods available to 
him could alleviate tho situation. It is recognised that 
matters of policy at ono level of command may bo looked 
upon as matters of administration by those at other levels. 
In the above example, tho shipboard administration of de- 
mobilisation would Involve many decisions on tho part of 
tho commander that would appear as policy to those subject 
to his command. 



n 



«^T!o ^ 

Zm,x^mmi^ V ©*^ u» ,.£*r** Mt^i^t6ny> to ^te#f 

A*yi.r.6 

^btoa^ Mani^ ^ ^ ••IVt« 6 •ifj 

• (A tttiWMf Aari/ 

^v * 9t Js#w ««ir ^ 9£9V8k £► in^o>ik 

»*u»4Um tm aliiXtn >«fi ««ali« Oua svad^ ,• 

i^fv^l* mra«i Atcf ^ ^ 

***^ ** ‘ iMl« tkMAttaxoo ••* J£ht mtii^ 4td0Wi 

•AtiSM .TcS^Amhtts^ Xri^«tr»,H .U^J xvti««« ».:f. tt^C» 
-i/iiA^r* ^a ^ ^iu.^54* »<? »v;.30/ti; jom ^ tf 

-IM sv^ tAi -r^do. v<» £IIm tJ.Mo^4«. 

-M «3»n4* 'loi 

-*A w£f ^*rv^ C»>‘^X w^mrn nai^Ar^iifeSoi^t. t*i^ 

to MM- atiM ^Ttot|to Mf Io« 

•# ft^r^sv^ irmiTitfl to •«ipi mto<» •«« 

at J- w - -^aifniXj# «t/t 

rmn^ji M toOTM -To l%^r W *Jo 

,4J^v 4^ -tato Mto ^ M lito 

W itod«u%i«oto totoiiu *^a. to 1^ 

^ •ftuJ «iSM »4MSl. tJusr^ ct*> ^.‘>A9^X^dDM 

,^1 «9 «*to» 6(^nv #A/tt -Tr*^ni¥wig to 

• %Jjf 



3 



k& morale ia not static. It nay be thoui’ht of aa 
constantly inproving and doclining, aa being an oper- 
ationally defined concept rather than a definite action 
or series of actions. The level of morale varies with 
conditions and within the group. So as morale exists In 
varyliv: degrees of excellence, it le quite proper to 
question fluctuations of moral© within nn organization 
without placing a otigna on those responsible— moralo 
cannot be unvaryingly hlgli. 

Recognizing that moral® problems do exist in the 
fleet, it Is appropriate to examine the adniniotrativo 
factors affecting thee which may bo within the control of 
the shipboard administrator,^ Tliis examination will in- 
volve coapariaons with similar factors found in non- 
nilltary organisationa as well as in academic ctudios of 
personnel administration and personnel management. It is 
fully realized that any one method or technique used In 
the administration of personnel could well be the oubjoct 
of much writing and research. This paper will not at- 
tempt an exhaustive Investigation of any one factor but 
rill try to describe and evaluate certain major onoc — 
those that ai*o available to the average naval officer 
afloat not having special training In the field of per- 

^In general, the term ac^inistrator will bo used 
heroin with reference to du t i e a por^ o'rr^d , rather than 
with reference to a particular rank level, o,g,, con- 
missioned, chief petty, or petty officer. 
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sonnol and that are of groat iiaportanc© to the nnintonxmeo 
of hi^ rjoralo. 

The final chapter will set forth several conclusions 
as to the effectiveness of certain practices and suggest 
possible ways, open to further validation, whereby shlp- 
boai*d administration of personnel may bo impi'oved. Such 
improvonent, resulting in a r-oro uniformly high state of 
rx>ral©, can but have a oalutory effect on the service* 



ClJAFrER II 



MISGIJLLAREOUS COKS IDI3KATIOKS 

Prior to approcchlng tho adninistrativ® technique® 
and nethods available to tho naval officor afloat, thle 
chapter Till, in several short aoctlons, consider niscol- 
laneous matters held to bo pertinent to th# thesla, 

1, Shipboard Orr;anigotlon 

In order that further diacussions on the functions 
of the shipboard edjalnictrator nay bo made nor® noaninf;-* 
ful, a typical ship orcenlzation and tho functions of the 
principal authorities will bo presented. In tho Interests 
of ainplicity, tho oi’^anization of a destroyer u*!!! be 
censidored In this ooction although the principles in- 
volved arc corr’.on to all type vooscl*,^ TJao larger types 
have additional dopartnente depending upon tho dutlca 
porfoimod; tho carrier, for cxa.nplo, has an air depart- 
ment not found on a tender, and the tender has a repair 
dopartment not found on a destroyer, 

■^Many unsubstantiated otatononts made in this thesis 
are based on tho writer's six years corrjnissloned service, 
1945-50, with destroyer typo vessels and a destroyer 
cormnand staff afloat. 
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A ship la the reeponalblllty of the connanding officer 
and hia authority la coaanenaurato; dologatlon of this au- 
thority to hia subomilnatoB in no way rellovos hirs of hlo 
responsibility for the safety, woll-being, end efficiency 
of hia entire cons^and*^ Fron this key position in tho 
organic ot ion of any naval vooool, wo nay proceed to out- 
line tha basic organisation of a destroyer. Figure 1 nay 
be taken as representative of the dopartnontal organi- 
sation of a typical destroyer, 

Coacandlng Officer 
Execu tive of ficer 

/ 7 T~ 7 7 

Engineering Gunnery Operations Supply Kodical 

Officer Officer officer Officer Officer 

Figure 1, 

Positions analogous to that of tho executive officer 
arc less oonmonly found in industrial and non-s:illtary 
organisations. In addition to tho rer.arks pertaining to 
this position found in a following section, and in order 
that tho fimctlons of the oxocutlvo officer nay bo better 
understood, the following rcsponeibilltlos aro abridged 
fron naval regulations The oomandlng officer shall 

‘^U.S, Savy Departnent, Havy Hegulatlons , (Washington: 
D.S, Gov’t, Printing Office iWd) , '0'?C>1, 

^Ibid,, 0703 arid 0301-4, 
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keep the oxocutiv© officer infox’ined of hi# policio# end 
normally shall issue ell orders relative to tho duties of 
tho command through that officer; all orders lecued by tho 
executive officer shall have tho aano fore© and effect aa 
if issued by tho connandlng officer; the executive officer 
shall cenforn to the policy of the corasandins officer end 
aliall keep hlis infomod of all significant matters; all 
comunlcaticn# of an official nature from a subordinate to 
the corsBianding officer shall be transmitted through the 
oxocutive officer; tho executive officer shall not normal- 
ly exorcise bla authority in natters which are the spe- 
cific responsibility of the heads of tho various depert- 
nents except to tho extent necessary to secure uniformity 
end co-ordination of effort throughout tho command; the 
executive officer shall recognize the right end duty of a 
head of a department to confer directly with tho con- 
Kanding officer on matters specifically relating to his 
department. 

Ihe deportment head is the representative of the 
connandlng officer in all matters pertaining to his de- 
partment, and he must conform to tho jxMlclea and orders 
of the coEsnandlng officer. Slallarly, each department head 
has hla division officers with their subordinate divisions.^ 

^In wartino, the number and size of divisions within 
tho departmental organisation expand to administer noi'e ef- 
ficiently tho increased personnel needed to effectively em- 
ploy all of tho ship*# armament and oqulpscnt on a more 
continuous ban la# 
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Taklnt- tho oporationa dcpartaent qs an exsnplo, it 
may bo broken doum into its typical component division® 
as shown in Plf^ure 2* 



Operations 

Officer 
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Sonar 


Coemunioat ions 


Combat Infoiriation 


Officer 
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Officer 

, ^ A _ 


Center Officer 


/ 


/ 7 


/ 7 


Sonarmen 


Hadlomcn Quartermasters 


Hadarmen Lookouts 



Pleura 2. 

Thus tho operations officer is tho commandor of the 
opcrntiono department, the sonar officer of the enlisted 
sonarmen, and each senior potty officer of hia acaifinod 
mon* Down to tho lowest aoeran, each man has his chain 
of ccesrand through which ho receives his oixlcrc and 
through which ho 1* ultimately reopor.eiblo to the ccrni- 
manding officer. 

The administrative organisation has been briefly out- 
lined; specialised rolfttlonshipc will not be developed, 
ouch an exist between tho electronics officer who, ur^lcr 
the englneorlng officer, is rosponatblo for repair of 
radio equlpcjont and the communications officer who, under 
the operations officer, is responsible for operation of 
this equipment* Kor will other internal organisations, 
such as watch and battle organizations, of primarily 
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optretlv© nature be clovoloped, althou^jh tlie principles of 
responsibility and chain of cojf8”(end apply in those In- 
stances. 



S. Koralc Defined 

Definitions of z-oralc are found in nsiny writinixa on 
and in th© social sciences* Fi’or; the psychologist's view- 
point, noralo nay fc© corc^derod to be a state of nine! 
evidenced by group cclidority and willingness to subisorgo 
individual interests In tho group welfare. The student 
of industrial relations aay consider Morale to be tho 
nental attitude of caployces, including the executive 
group, which taakos then willing, and with initiative, to 
follow their leaders and to subordinate terporarlly their 
personal alsic for their ultinatc gain Wirough tho auccovoa 
of tho ccr.peny,^ Tho political scientist ray define 
norale ae " , * . a state of nind In wlilch n«n and ’nor on 
voluntarily aoek to develop and apply their full pororc 
to tho task on which they are engaged by reason of tho 
intellectual or csoral eatisfaction which they derive 
froa their own self-roallgatlon, tlroir echlovonento in 
tholr chosen field, aird their pride in tlio oer*» 

Johnson, gnaontiala of Psycholo,^ * (Pew York; 
KcOraw-Hill, 194B), p.' 4^7'^ 

^h.J, Juclus* Personnel h’nnar.enont , (Chicago; Richard 
D, Irwin, Inc., 1943), p. 28D. 
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Vvlille othor dof ini t ions could bo Kontionod, tho three 

given above servo to indicate how th© subject is approached 

according to the Intoresto of the writer; loaders in other 

fields might defino morale differently » Iho point of major 

agreement is tJmt norcle Is a state of mind and thoreforo 

not directly moasurablo* It 1« reflected, however, in th® 

attitudes and actions of the nonbors of an organisation. 

It has boon said that moral© Is a lot of littlo 
things. Probably nothing coir.os closer to des- 
cribing accurately this important factor, be- 
cause everything that makes a man foel well end 
satisfied build# up his morale, ond everything 
that bothers him ao an individual can lower his 
morel® 

Tho objectives of on orga^ilsation should be conoldorod 
before attempting a definition of Its moralo. If tho ob- 
jective of tho armed forces is conaidored to be th® exten- 
sion of the national will by forco, then it nay be well to 
expand a definition of military morale to include tho 
competitive will to win, beyond tho point needed, for ex- 
«aple, by organisations such as the Post Office Department. 
For th© purposes of this paper. Professor Wilte’s defi- 
nition, as quoted above, will be used with the addition of 
a conviction of oxcollonce and a will to win on the pert 

?dalte. Introduction to tho Study of I\iblio M- 
minlotratlon . (3rd"l5d.;'’l?ow York's Ifd’clXflfan, p. ’4Vl. 

%.S* Havel Academy, Keval Tioadership . (Annnpolios 
U.S, Haval Institute, 19497, p. 
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of tho group CIS necessary olenonto to distinguish military 
fron civilian norclo* 

military service is our nost anciont public 
Institution • • • In the history of tho world, 
no free people has over oxlotod without it ♦ • * 

Far fron boing c characteristic of Inporlaliso, 
nilltary service is tho very coiniorotonc of the 
structure of denocraoy. There the llbortlos of 
tho people are tho greatest responsibility of 
tho govomricnt, there rmst bo people trolnod 
and ready to defend those liberties.^ 

The significance of higti military raoralo will not bo 

belabored other than to nontion that when tho nation do- 

ponds upon its amed forcea for its survival notiiing short 

of tho highest norale la acceptable# High morale is in- 

dlapenseblo to a sucoecsful fighting group# '»*hilo noga- 

tivo Inatancoo will not be cited horo, on outstanding 

positive ono, the U, S. irarino Corps with itc fomod osprlt 

do corps # la well known# 



5# Leadership 



This sect ion will consider tho concept of leadership 
as cutting across all activities and all levels in tho 
service, as being not an affoctlng factor , but rather an 
essential detemlner of morale# Sono hold that: 

Tho single most important factor in tho at- 
tainsiont of high morale Is the quality of loader- 
ship exorcised by the cocjmanding officer# P^port 
leadership and high noralo are inseparable#^^ 



^Ibld#, p# 103# 

^^L#A# Pennington, R#3# Ilougli, Jr., and II, Case, 
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TJio sl^i^iflcnnco of leadership in the aiclntcnanco of 



hi£;h noralo is unqueationabl:/ cloorly 

stated by ^’hlt*: 

The life end spii’lt of an organisation 
do not epring fron ite structure. Quality do- 
ponds on tho motivations that cnorglso • • » • 

These are derived in largo noacuro from tho 
chcractez* of leiiderchiy. Bynarjio Icxidcrship 
is reflected in the drive and esprit do corpo 
of tho orgonlsationj and converae'ly tiny' group 
that suffers long periods of uninspired di- 
rection is certain to run dorm — not only 
physically but splrltvzally. 

Good organization facilitate* good loader- 
ship but is no more a substitute for it than 
Ic « fully ©quipped corr.x>any of soldiers a sub- 
stitut# for its corsmsndlng officer. Indeed, 
toohnically sound structural doaign nay be I'e- 
duced to ’’sheer omar.ent” by nunorous variables, 
including ospeciftlly this essential elcnent of 
dlroctlon. 

In the. dyn«saica of nenagenont, loaderahip ia 
vital • , • • In a largo organisation tho poten- 
tial capacity for leadership wlthizz tho never- 
ending otreen of now entrants la considorablo. 

Cnc of tho Kojor roex>’^noibillties of top nanago- 
K©nt is to tnlco atepo to renew itaolf. Indeed to 
lift its quality to constantly higher levels 

iliG traditional ship organisation, giving the cou- 
Mar.ding officer great responsibility and nutliority, offers 
excellent opportuxzlty for dcronstration of leadership, 
rnliko nost non-military organiaationo, subordinate of- 
ficers and ir.cn as well as the top oxocutive aboard chip 
are rotated among navol corv.iando frequently: two yoni's in 
on© position is tho average tour of duty. As an individual 



Tho Psycholof-y of Military Toadorship* (Sew York: Prentice- 

iTOTT iwr, p r ^ 

^^T.hlto, op, cit», p, 105 and p, IDC, 
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la promoted he sjfty anticipate RCsignTiCrits to pocitlons of 
greater responsibility with greater opportunities for oic- 
erclso of leadorGhip qualities* This practice cervoo the 
purpose# anong others, of incrccoing the chancec that each 
tr.onbor of the service will hold positions of higher leader- 
ship* Hiose r,alclng poor records for thosssclves as loaders 
aro less likely to be selected for procsotica and tep po- 
sitions* Thus tho practlcoc of forced leadership and 
forced attrition tend to olinin&to tho unfit* In tMs 
manner the Ravy Departnent rocognlsoa tho liaportanco of 
loadorohlp to tho sorvico arid to its noralo* An officer 
nay b® an oxcellont technician, but without a record as 
a successful leader his chances of selection for top 
responsibility are slim indeed. 

The traditional chip organlaattcn further recognises 
tho need of leadership by establishing the position of 
oxoGutlv© officer, under tho corjcandlng officer, senior 
to all others within tho coiaaand, Thlc officer is second 
in comand, has no clopartnental duties, and la eligible 
to coasnond if tlio cojcaaonding officer la unable to carry 
out his duties. In effect, a trained and qualified ro- 
liof for tho corasanding officer lo readily available* 
Positlvo provision for presapt roplacenent of tho top 
loader is thus incorporated In tho atmidard ship organi- 
sation* 

Leadership at tho top, however, lo not sufficient to 
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naintaln a hit:h state of aox’alc tlirouj^iout tlio ahip. Tor 
the conrrMfii'.cUng omcer. If ho is not to rely oolcly on 
fear or IntlniclRtion to cowpcl the organisation's effortc, 
oust operate througji tho morale generated by leadership 
essong Ms subordinates as well as by his leadorshlp di- 
rectly? it is of tile essence of good leadorahlp that It 
inspire both loyalty aiid leadership in ettioro* Tlxle 
leedorship wust bo divided and eubdivided until every neabor 
of his cotttiand ic offoctively tlod into tho operation; the 
potty officer es well as tho adniral liust bo a lender*^^ 

As students of Indue trial relations, ?igcra ajid Lycro 

write 

Tlie eucccscful adiilnlntrator goto people 
to work with hin, not prinarily bocauco ho hae 
power ovor^'then and c&n order thor^ about, but 
beofiuBO he is tho kind of loader for whor* they 
want to do tholr beet* 

• • • all tho technical competence in the 
world will not cufflco if his subordinatcc sro 
working arainot hin or grudglr^gly for hin 
rather than ontivaslactlcally with his;, 

r.lillo this atatonont applies more to clvilioii ir^uecry 

than to tho administration of a military orgcuilzatlcn where 



perfornanco ia r 0 quiiH>u by law, it does contain a augges- 
tlon to tho naval officer, Hulos and regulations often 
support adainistrators who operato through; forco end disci- 



^^Ordway Toad, T>io Art of I>caderRhIp, (ITow York: 
KoOraw-Hlll, 1035), 
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Paul rigors and C,A, k’yoro, Porsonnol /dr.inistratlon, 
(Kew York: kcGraw-nill, 1047), pp, 
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pllnary action, hut tho ultinato coGla of the ori^anlnation 
arc t^reatly wea'roned by such pnncticeo* Aboard ship this 
w«a]:cning r.txy bo rafloctod in ouch toms no a low poroon- 
tago of rconlifjtaonta end oxcoosivo roquoots for transfer 
froE th« coraiand — all syrapton:s of poor Eoralo* llio fact 
that Cl aonber of tho naval eervico cannot take off his 
uniform and quit (as can Eost industrial enploycoo having 
a dislike for tho conditions of oa?ploynent) will not keep 
him in tho sexn'ice forever, and his dissatisfaction proba- 
bly will bo I’eflocted in his dally performanco of duty- 
while ho sorvoa his obligated tl«o» 

Another student of Ijidustrlal rolationa believes tho 
baaic effoi'tc for wMch labor is paid are thEO spent, 
energy— physical, montcl, and emotional— spent, and tho 
willingness to cooperate, Fror. tho naval point of view, 
a federal contract or connioslon will specify tho first, 
and a system of discipline will cnforco tho first and se- 
cond, but tho third basic effort esnnot be prescribed by 
law. It la tho ability to develop this wllllncness to co- 
operate (or morale) that marks tho successful loodor. 

It is not tho purpose of this section to doscrib© the 
Ingredients of a leader* Eut in the belief that, contrary 
to tho old saying, loaders can bo made as well as bom, 
recent findings in tho field will bo rovlewed. This is 

^^Juclus, op, cit,, p, 6G4, 






^ ^9m^^90 fSMBSJSi^ 

*i-*# *1*1# x^tmmt Mi 

.-im<rf -X ••: i* 99 «-m« 4<^ «u <»< w ytllYl^i 

t«d3 > M ~ M# Mitl 

•till tW Mis#' <r»ivi«3 •fvvT \9 ** ‘ti* i4 tf«4i 

£acvaas^ ta-s^ -i#> jljp mm Aia^ 
4MI iifi. lilv »«i«/Tt*hMaa im’i Mliaii; « 

MliMttitemLa ftla; y^ m mM 

Tf uT> 19 fXialk fthf «i ^ IXia. %f i 

•«N^ — 9f g t %4 

ter* amixarf «ioi4«j«« lo 4aa*citf9 

r<’**lie9 W %1 ^4«t a1m4 

■CilfM4jM» ^ «c*jtcr>i 

**• 35>Jn% M# OO^ mJ m9pfiyiLLIlw 

ftcf ^v#9«« tli» 4'0AClA**a XatA&^l • 

ym «Af A*««v#t ixir Ic 4 Im 

^ o*. m4 Jvmmm r» mui 9hU |®a «Mo 

MS oi «ii«# YiXtfvi UMcy is*T •> r' »faX 

#11^ l9£9999 '•mJ 9^iK9KlQ 
®f tAif 14 9<<t 39A Ci #t 

r9MM »SiifvV(iM a»^ *f » U 

4® t£m «A ®iMB» «2 w r*t«^f *|u^W t£o pi7 oj 

•* «liff rn im m t pw i 14 rXlir t/»n yt* <tl «®a2Htlt 4iinn 



•MC ^fit ^qo 



IG 



done to laighllolit the cte.to*-ont llHit 0 OKOthJLr.;j 
bo dor»o to inprovo rsor&la, t*mt any person r.toy 
rjorc ofrocti’.’© loader who ao slncoroly doalroo 



co^i alvmya 
liQComo a 



Sto^;dlll,3.5 xrov'izlnr, undoi* 



tho Gponaorslilp of tlio 



Office of :tc3oarch, trade a thorou£;h roviov? of all 

tho rcasai’clxcc upon the peroonel qualitloa of loadovo, 
no found ”a proponderanco of oviclonco fi'*oii a '?ido variety 



of otudies which Indie e too that patterns of leadorship 
traits differ with tho oituatlon,” and conciudod: 

Tne total wei^^ht of ovidonco pj'ocontcd in 
thic group of studios suggocts that if there 
arc general traits rliich characfc&riso leadoi’o, 
the patterns of ouch traits are likaly to vary 
•vlth t;;.o leadership roquir-crrionto of diffororit 
situations * 

Tlio leader can then beat control hie behavior no ao 
to hev’o tho aoot dosirablo of facts on his group, not by 
cultivating npoclfic traits — a dubious acco:'.plioh*non.t — ^but 
by learning to diagnose tho situation in which ho findo 
hir.r.olf and by doing those things that are noot sonsiblo 
and noot offeotlvo in that cltuation,^^ Tm aspiring 
leader can toko comfort from this : fow If any are boivi 
loaders in all situations, and changing situations are 
likely to present opportunities sooner or later for many 
typos of men. 



Gtosdill,"Poroonal Factors Associated with 
T«Gdorchipi A Suv^cj of tho Lltoraturoy Journal of Con~ 
suiting rsycholo/Q^ . 1Q4B, 55-71, 

^ ^haval r.-o&dorship , op, cit,, p, 10£, 
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4 m R&apongibilItT Authority 



Tnls auction is introduced to onphasiso the duty and 
obligation of the loador~-to otroso tho necoaslty of plan- 
ned action^ Gc oppoood to unayotormtic functioning: end 
inertia— in oarryins out arty pro^r’an, ouch co one to build 
noralo • 

In naming eorae of tho atti’ibuteo of reaponsiblo non, 
Orahan writes { 

Dlccrotlon is oacential to i*®sponslbility, 
vrhlch is soiscthlnG nore than enforceable 
accountability* A duty tlrat contains no element 
of Initiative, ^udjenont, or choice for tho one 
obliged to perfora it may be a natter of account- 
ability, but not of roeponoibility In tho rldor 
sonso . • • • 

A socoryi charactoriotio of rooponsible non 
Is recognition of an obligation to meet a neod 
that OX coeds tho Indivldunl’c and to act accord- 
ing to a standard that io outside hLnaelf and 
boyond his control • • . • 

A third charaot eristic of rocponslblo non 
ie regard for tho consequences • • • • 

Responsibility connotoe e certain amount of 
rntionallsrj and an olonont of prudonco, A ro- 
sponaiblo loader nay endanger his own life or 
tho lives of his follov<oro, but lie ts' 111 only do 
it for a concidorod reason, after cono woigjilng 
of tho object ivoo and sons calculation of the 
risks , It is tills ©lonont of rosponslbillty in 
Icadorship that holds a group together • . • * 

. , , A rcoponciblo edninlntrator does not 
Inpcril tho vitality of his organisation,!” 

Tills discussion of tho oscontials of rosponnibility 

Ic In accoixl with responsibility as dologatod by naval 
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G,A, GrehiKrj, ’’Essentials of Hosponsibility” , in 
rarx, cd,, Elcr.onto of Public /dmlnistrction , (l*ew 
York: Front ico-'fan, 1^46 ^02-C>. 
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dii'cctiveo and ro£;ulatione; the clorientE of initiativo 
and jnd£pcnt arc froqucntly ntroosed to tho naval ofricer 
by hie cupcrlora, A:id rcgcrdlcac of how nueix ho txtxy feel 
doniod tho right to enerciso hie otm idono and nothoda, 
tlio rcsponolble adninintrator will taho full advcixtago of 
his faculties cf Initiativo and judgro-t in porforr;ing 
hla duties within the prcac*ribcd linito. I'c do less xsould 
be the cxcrciso of acre "enforceable accountability", not 
a decirablo practice cn the pciTt of one Ixandling nen* 

In his discussion cf the coarch for principles in ad« 
iclnistration, ''hito suggests that allccation of authority 
bo in clear and coneijso terttR, and th.at authority nuat bo 
cocmenauratc with responsibility,”^ V.hilc tho directives 



under xrhich the shipboard administrator oporatcc aro ox- 
hcustlvc in doflnitlon of both hio responsibilities end 
his authority, "fcv.- public officials would agree that 
they ever pocGcsccd authority equal to their roopcnalbllity, 
even in tho merely legal sense of tho term; aiid if authority 
moans the capacity to taho action fully equal oc- 

casion, they would properly assert that it rarely cxlcto’' 
This again cmphaslaoc the need of lnltlatix’'c and jud^ynont 
in acconpllshing results within the ctructurc end pj’ecodujMs 
specified by lair* 



^^whlto, op, cit«. p, SB, 
pit. 
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/.■beard ship the greatest pat^t of pliinning for hlg}-i 
r.oralc v/ill be ciono by those rospcnslble for tlic- execution 
of the plcr.3. "lillo outside ascistcaicc fron lilghcr cor.- 



cjanda, with their extensive staffs, szay he evailablo, in 
the day-to-day cdr.intctraticn of poroonnel affairs the 
coKir.andlr;g officer and his oubordinatoa aro relatively 
free in this respect • If an Inepocting senior finds on 
excessive delay in the tr'yix':^; of n:inor offondorc, for ©x- 
or.plo, the cor;v.;cnding officer will bo called upon to ex- 
plain why adequate piano wore not nado to pamit prompt 
scheduling of hearlnss, Such cdjainistrative planning is 
normally the responsibility of tho connanding officer, anti 
nothing other thesi oxtronely abnorsml circrn:etancoo or 
operations will ro?^iovo tho responsibility fron hlaj# 

Fron tho plane of tho '.'avy Departnont, tho major floot 
and type cosmiandors prepare and distribute proposed oRplcy- 
nont ochoduloe cc far as practicable in advance of tho 
actual ordering of ship aovenents and activities • The oom- 
nandlng officer Is therefore able to forecast with a cer- 
tain degroo of accuracy tho tiir.o ho will have available for 
odnlnlstratiVG as wall as operating duties* Then on ©x- 
tendod maneuvers, loss tix-:© will usually bo available to 
spend on porsonnel problems than when alongside a tender 
or in a shipyard for repairs. 



Tho legal roqulrononto connactad with personnel re- 
cords, court-martial procedure, ar«d sinilar routine ad- 
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cinistratlvo dutico aro very explicit, but other* factors 
that play a Xor^o part in a plan to build noral© sv7ch as 
counseling, \volfare, and positive n:otivs.tion ore not 
firraed for unplanned execution. It ic hero that tho re- 
oponsibility of the naval cfficor for planning is loft in 
largo pcasuro to his OTs/n dlscrotion. ”Plannl:ig, in the 
context of adinlnistration, begins where general policy 
stops; it io concornod with tho Kcone by which ends can 
bo brought to fruit ion. As tho policy of the Kavj'' Do- 
partnont Ic to expect iiigli rroralc, it is up to the com- 
nanding officer to plan a program end see that it is 
placed Into effect, that the desired end of higi'. noralo 
aboard hie ship be attained* 

, (Program planning) begins with tho do- 
tallod study of the job to bo done, leading to tho Idonti- 
ficntlon of tho principal parte and their divisions . • • 
tho relation between then • • * and tho typos of procoduroo 
that will bo required, "21 tael: of the coa- 

isanding off leer, as tho responsible officer, aided by hia 
Duboixli nates* 

T}io ox.ocutl<j-n ^.f an ovor-rall plan to maintain high 
noralo aboard a ship will require riany decisions on tho 
part of the coananding officer. In order that najor doubts 

2*^nilto, op» clt,. p, 201* 

^ ^Tbid.. p, 205. 
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and pooslble sources of nioundorotandin^ aciy bo avoided, 
tiio comandlng officer ncy ienue otatorente of policy* A 
chip policy pror.ulGctcd by the conr.nndins officor and con- 
fors3ln£j to policies of senior cerr-ands nay be used to pre- 
vent cdbi^uity, to specify rajs and ncanc, and to aosijpi 
priority to functions to be porfomed* 

unc ccncludlni;; con-uent on I’csponslblllty is that 
initiative is displayed by one vrho has tho cnorop a:id 
ability to undertake a new enterprise nithout outside di- 
rection# The oxorclso of initiative prouupponoo (1) ono’c 
havinc. oufficiont Imowlcdijo of the ijroble:.i to laiow what 
should be done, and {2) one’s loyalty — that such action 

will not bo initiated that jo not in accordance with tho 

oo 

plan and policy of superiors* 

^' ^iiavRl Lender ship , op* cit«» p, 204, 
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CHAPTilR III 



CIVIL-::IX.ITARY CONTRASTS 

In scrao ooupanicG, nunagcnjcnt Xiao acquired 
its cocipetenco In the school of hard toocks. 

In othors, personal expcriorice heo bocn sup- 
planted and expanded by recourse to accumu- 
lated Imowlcdro, current practices of others, 
and research*^ 

Just as tho Industrial personnel manager looks at 
the current practices of other organisations, It is 
well for tho militory adnlnletrator to bo aware of 
practices in tho civilian administration of personnel* 
Further, to understand problems end conditions 
peculiar to tho shipboard administration of porscnnol 
it is helpful to contrast naval with civilian practices* 
This is appropriate, as methods available to develop 
high morale differ with tho organization. For oxanplo, 
selection and rorunoration are major tools of a factory 
manager but not of tho officer afloat, and the self- 
contained system of naval justice differs greatly from 
procedures used in industry to enforce diaclpllne, end 
so affect morale * 

Jucius, Personnel ygnagemont , (Chicago: Richard 
F* Irwin, Inc*, 10^^}', p* 3* ' 
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In thlc chapter, coctlcnG y; 111 bo dovotod to areas 
whoro tnajor dlfforoncos in cdninlstratlvo pmcticon affec- 
ting roralo occur bot^oen shlpbcard and other ergeni- 
saticno* 27 pertinent contrasts, norale problenn naj be 
r.ado noro nccningful* 

1, Selection end Placement 

It has been said In connection with the organisation 
of a personnel dapartnent In business, that ”Tho prlsiery 
function of the personnel department ic to employ qualified 
vrorkors In sufficient numbers to noot the rcqulrononts of 
tho business ©nterprlcc and to participate in all activl- 
tloo that vrlll tend to keep the ©mployee a satisfied co- 
operative and producti%’c rorkor.’*2 Ir.portanco of 

selection and placement is thus recognised to bo furda- 
montal. Subsequent functions arc dependent upon the 
quantity and quality of tho forco osiployodj poor prac- 
tices at thio initial stage con produce severe financial 
losocs to tho concern . It has been found profitable by 
nany companies to invest considerable nuns of coney in 
prograaa of research, tosting, lntorvio?;ing, arid examinirig 
in order that the organisation vill bo staffed by personnel 
in oorroct nunbero and with the dosirod attrlbutos to en- 

Scott, a.C, Clothier, S.B. Kathewson, and W,H* 
Spriogol, Pernonnol Kenagetnont , (3rd od,; Kew YorkJ boOraw- 
Hiii, ■ lOqiTi pTWT 
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sure cuccessful operation. 

In the "Svtyj, the functlono of rocrultnont nnd asslrn- 
ajcnt to duty h&vo boen renovod fror. the shipboard adnlnlc- 
tr&tor, A comandini”; of floor no lonjor has the nutborlty 
to ©ffcot first Gnllstr.cntc ab<5ard his chip, and a radio- 
nan upon arrival at a ship r?lll not find hiiccolf aoalf.ned 
to duty in the onslnoroon. Hie extonaivo facilltloo of 
the naval rocruitlnr oervlco and the training conriando 
ashore aasunc the functions necosonry to pick and train 
the force needed to run a inodern vosool with Its conplex 
oqulpaont, I.'hen an officer or asan is ordered to report 
to a connand, hia coananding officer may ascums that ho is 
qualified for the duties of his rank or rate? he will not 
have to proceed with the acrsenlng of a series of appli- 
cento for the billot to bo filled, 

A large measure of judgment la frequently needed to 
correctly place untrained individuals In the shipboard 
organization, as in the case of apprentice soanon not 
selected for spccialisod training upon completion of re- 
cruit training. And it lo connldcrod good practice to 
rotate junior officers with no experience at sea anong 
the various departnonts. However the selection snd place- 
ment problems of the shipboard administrator are for fewer 
than those of the industrial personnel canagor. 

The benefits gained by being relieved of those prob- 
lems are contrasted with the resultant Inability to con- 
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trol the quantity or nuallty of the personnel aaolj;ne<3. to 
a corr.nr.d. General cconorlc end political cenditione 
control In lcrf;e part the reervitrent i:ro£,'ra?i. Iteruner- 
afcicn Is fixed by lar, and In tix;ec of prosperity a cont- 
randinr officer nay not advertise for radio oporaters at 
the provallinc waK,c rate, r.ov ::.ay he refuse to aooopt a 
draft of thirty soairen ho nay not need at a partlcvlar 
tlnic. no rust at &1I tines do the best he can vith what 
ho Is cl von In tliio «ay >pf sianpower. If hla loadlnn radlo- 
ren la ordered to sr.oUxer xhlp cr station and n qualified 
relief 1 e rxt aboard, that door, not prevent the loss of 
the key ran. So It ic aeon that at tines the benefits of 
the support of cjicclalised cctablialmenltD aehcro arc re- 
duced by the accoEpanylnc loss of control* 

Placement of military porsorjiel nay bo contracted 
with that of civil service ©rplcyaoc. In the fomor loco 
attention is placed on the Job to be done; a naval officer 
may be transferred fron the position of gunnery off leer of 
a cruiser to that of cora’andlng officer of a destroyer, 
for example, or to any position witliln vldo limits. Mo- 
bility and variety of experlonoe in donanded. Civil ser- 
vice position-cleacifloatlon, on tho other bond, is based 
on tho job to be done; the applicant rAist have qualifi- 
cations specified for the position, 

A olaos or class of positions coKprisos all 
posltionc Vnich arc nufficiontly elnilar in 
respect to tholr duties and responsibilitiec so 
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the.t (1) the stnrx) roqulrenonta aa to ouucstf.on, 
experlenc®, knowledge, «nd ability xtaj bo do- 
r.andcd of Incitnbonta, (2) tlio ncx:io tost of 
fitnoss nay be used to choose qualified appli- 
cants, and (3) the sainc schoclulo of cor.pen- 
sation is Rfcde to apply with equity under the 
none or substantially the sane cnployncnt 
conditions 

The naval enlisted personnel structure la noro llko 
tho civil service classification than is the navel officor 
structure «hich pernlts but a liialted percent of tho total 
officer strength to bo classified os specialists# Hius 
while a gunners nate will nonaally be concerned with come 
phase of gunnery and will advanco in that rating branch, 
en officer rcay bo esaicnod a spoclflc billot for which ho 
has had no previous training and/or experience, '"^ith the 
Increased coitiploxity of naval operations and functions, 
however, there is a tendency to Increane tho specified 
qualifications for larger numbers of positions, but not 
to tho extent soon in tho federal civil service# 

2, Promotion end fomunoration^ 



V»hllo many industrial ccncoims have ovoromphaoined 
tho role played by wages in maintnininn harmonious labor 
rolstlons, as has been demonstrated by roaorn’ch slnllar 
to that conducted by tho iVostorn Electric group, it Is 
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reasonabld to state tliat without a Talr wac© policy and 
conaistont intorncl wage rolationsliipc, the poraonnol 
program will bo facod with insurmoiintablo difficultioo. 

And a good promotion policy requires that oerninso on 
each Job bo related to the value of tlie Job, 

The ekilled Industrial pc-rcounol adminlotrator will be 
required to continuously evaluate tho positions within his 
company, its payment plans and methods, end the individuals 
employed. Competition for the best labor available and 
pressure from unions will require long-range plans in this 
respect. Largo staff a are employed to conduct this work 
at no small expense, 

Eut for the outlay of this money, tho ontorprieo has 
purchased a powerful tool— the personnel department nay 
play a vital part in the dovclo;jxaent of good morale through 
wise use of remuneration of omployocs, ^^age payment may bo 
based on time or output, and each method may bo used under 
different circumstances to better advantago than tho other; 
omployeo attitude must be weighed along with other con- 
siderations in arriving at a decision regarding which 
method will prove x&oat effective. Common employee attitudes 
found regarding wage paymesnt pinna aro that thsy are too 
complicated and thot standards aro set unfairly, v,'orkcr 
morale will obviously be benefited if those foolingo aro 
removed from the minds of those concerned, and, further, 
it con b© doflnltoly raised by intelligent use of cii ax>- 
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propriato Incentive plsn, O’#or~r.ll production and tiornl© 
have boon increased in «nnj Inatanooo by application of a 
woll-plsnnod group inccntivo typo of trago payment. 

Other peyj'^ents, auch no bciiuses, pensions, and profit- 
sharing, may b© offcctlvoly utilised by the industrial por- 
sonncl admlniutrator to of foot gcod noralo. 

These factors discussed briofly sbovo are not avail- 
able, hov.'®vor, to the shipboard adialnlstrator; military 
pay is determined by Congress, To compute the total ser- 
vice pay cf anyone In the favy is simple: in rost cases one 
need only to know the rank or rate, yoaro of oervlco, 
nuiabor of dopondonto, and type of duty. The commanding of- 
ficer may not effect prcnotlons oncopt in a very fo« cases, 
Kolthor my ho raise tho solary of a nuboi'dinato; fines may 
be nwai*d©d in somo Instancon as punirdriont — a negative in- 
centive, Thus tho positive financial incontlvo in avail- 
able to tho corm&ndlng officer only Indiroctly: hin re- 
ports of ritnoas nay affoct future proraotion of a aubordi- 
nate or dotomln® that a roclpiont of increased pay for 
hazardous duty is no longer qualified for it. 

In the Federal civil service, tho classification and 
yoaro oorvico dctorolno the pay of tho ^torher, Acsociatod 
classes arc grouped into series and cervices to rolato then 
and establish lines of pronotion. Selection for pronotlcn 
Is nornally nado by tho ho ad of tho agency concerned, aided 
by factors such as pror.otional examinations, efficiency 
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rctln£i and seniority, Vo e iar^or c::tcnt tlicn is seen In 
Kllltnry service, this (.ivee the adriiiiictrator n control 
over the subordinate, vhllc provicicna aro rede for review 
end appeal of docislonc, ac well ac transfer, it appoaro 
eiifo to say th.at tho civil sort'ico cdn 5 iis!:rator has iiorc 
direct ccnircl of aubordincto promotion than does tho naval 
cdrinlEtrator^f 

During tho last wai’, tho ‘Javy onployod the oo-cr.llod 
spot promotion in K'any cascE vhorc tho lnci:!n.tcnt cfficcr was 
nneurin^. tbo rosj>onolbilitie« of the billot of a noro senior 
officer, dnd to root the condlt'ons inposod by a 
labor narhot at that tij-.o, the civil service found it ex- 
pedient to neny positions, 111000 prr.cticcc are 

not, liowevcr, nomal?i.y available to tho govorrvient adnin- 
iotrator, end way not bo countod upon as techniques to 
raise r.oralo In routine personnel administration. 

Prenotion end rcaunoration in coees of ,^ovsrnnont cn- 
plo;*oes has long boon subject to sort© form of central con- 
trol, and private enployoeo aro finding therisolvco score and 
r.!oro nubjoct to n similar control ao n result of legislation 
and Qgoncy decree in recent years, Tho Vc^inor, vaft- 
Hnrtloy, and oinilar acta illuotrato this trend. 

3 , I^yal Enforcement of T)isc 3 .plino 

In this section, tho term discipline will bo used as 
laeaning a systoss of control gained by potential or actual 
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punls'inent for tllsobedloncc. In this sonao c contrnat nfiy 
lo drawn botwof^n fcho lec®^ ^otbodo of incerlr^i corinllnnco 
in rilllter^ and ncn-tllitary adr lr.ictraMcn of poracnnol* 
It la roco^nlnod thrt, ■’n tbo breed aonno^ disci pllno In 
far roro than tho phaoc under pronont conn idorat Ion, UtlO 
way discipline is enforced hac a nar;:cd effect on rorale, 

f 

obviously, 

''i^orkora In icodern iivluotry, due lorr&lj to tboi’' 
unionization, do not find Uiersnclvos ns helpless before 
their onployers no they once raorc, r^-voo 

protection to tho irduslr'sl worker, and prevents nrcc- 
tlccn such as arbitrary finco or discharccc from bcir~ 

Ir, posed by nanagenent, Vnion contracts specify in great 
detail the rights of all part loo, end yersoruiel rsnayero 
nr© unnllling to sponsor or tolorat© abuso cf those 
rights, frovlalon Is rnade threu^!; grievance r.achlncry to 
hear and net on enplcyeo’s disoatlsfacticn with tho con- 
pany, and tho con;. 7 any has procedures to follo-fr in t: e 
case of dlsaatlrfaction with the onplcyoo. ""hilo 
ties vary with* different conpanioa, thoy should bo ap- 
plied fairly and ir. the cane way n.11 the tlrr.c for four cf 
losing the confidence of the orployecn or having ocr,c 
cutcld© agency crifclcinc the conpsny rnd Ito r.ano-orc.'rt 

In tho Pedoral civil aorvlco, an enployee’e fitneaa, 

‘‘^luc.iuc, op, clt,, Cliapter XXII, 
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capacity, and attention to duty are qucatlons of discrct'on 
and judjL:ont to 'oc dcteiTincd by the head of hia dopart- 



t ,ent • 



, * , {'rho United ftatoc Civil forvicG Con- 
nissicn) is vested isfith authority tc invostl- 
^^ato only Then it Is allc{:,od that tho procedure 
required by law or rule has not boon fcllovod, 
that unequal pcr.altisn havo been ir:poccd for 
llko cf fenaea', or that political or religious 
dlscrlnlnatJon has been amreised* Tho Cce- 
nlsclon lias no general jurisdiction to In- 
vcstiu-^«c tho cufflclsney of tho roasena for 
a roteoval, which aro finally detomlnod by 
tho appointing officor. 

. * • The wldccpreiod inproccion that a merit 
systoa or’ployoe cannot he cffocli’/ely disci- 
pllnod or removed is t.*ithout foundation in the 
national service as in noot other juris- 
dictions* If discipline is Im and if In- 
ccanpctont employ oco ax'o not removed, the fault 
lion with the reoixsnslblo officials in the 
department, not ?/ith the protoctod status of 
the worlxorn,^ 

Vlalto distinguishes botwocn tho infoirtsl and tho formal 
typos of discipline ani rent ions the fact that disciplinary , 
actions nay talco one of rany forme without resort tc any 
legally entablirshod procodurc* Tlio reason ho gives for 
t’lis system of control is that neny offenses aro too slit^t, 
or too subtle, or too difficult to prove, to warrant direct 
and formal notion* Informal disciplinary ncasuroa are 
probably soon loos in irdus tries rhoro a highly activo and 



aggroosivo union is constantly on tho alert. 
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Moaaiu-eu uvjI subtle for5£.e cf diccipllne ss&y r.tilrc 
Influence felt v^lthout requii’ln^; evert action cr 






tractlnfi attention, however, and the olirovitl ad:*.lniat rater 
vlll take note of thoir poa»ibilitiec, 

Disciplinary pcwera granted the naval ecia-iandini;:, of- 
licor arc far greater than these of the non-nilitci’y ud- 
Kiniet rater, Ihllc tho ci'ucl and unusual punlel'ascnto 
have long been abollshod in the eorvlco, tho co!.'.pei'atlvely 
Indopondont structure or nllitaiv justice loaves nuch to 
the discretion of responsible officers* The authority to 
convene court c-nartial is granted tho covs:.ixnd±n^ off leer; 
the Eontenc© that nay be awarded is subject to jaitigatlon 
or remission by tho convening authority, his lt;a;.cdlato 
superior in coinaand., tho Uavy Department, and on up* 

DMlc tho sentences a nilitciv court nay award arc limited 
by law, different grades of courts aro authcrlucd to award 
greater or lesser degrees of punishnont, and tho dlccrotlon 
in tho severity of sentence possible is in tho hands of the 
officer convening the court* toother factor that onlimiccs 
the power of tho cermonding officer is that ho r.oiT.:ally 
appoints the jsonberc of the court frosi cj'iong thoso under 
his cosnrcrjd. 



Concldorablo authority, in c legal sense, ia uooded 
by a naval ca^aending officer because of several factorc 
not frequently fourui in ncn«H^,3llitary crgju'.isciticns, anong 
t-hon tho hosardcuo objectives cf the group, frequent 
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Icolatlon, find continulnc; e::lr.tonco Ir co:iT)arGtlvcly clofso 
qvartcrr-* 



'Tvro cMCi dlfrci’cnccfi ’■scV.woen ''avj find 
civilian job pcrfomanco arc (1) tho livlnc 
nr.cl \?orkin^ to;;cthcr in cloeo quct'tcrs abocrd 
ship and (2) tho added Rtrons placed upon 
'i’avj porr.cnn.cl by pcrtlclpatlcn In conbat, 
Pocauso of those two factors, supervising’ 
of^lcc^K In tho Pavy place conoldcrable 
cr.phnnls upon such rHersonal qualities ea 
ability to (.,efc alonr v?lth others, frltliful- 
noss, dependability, wlllinyneaa^to take 
oa’doro, and Interest In the 



That Ihene qualities 



arc strossod Is seen 



in a lint 



oi 



ofrcncos 



nun! ah able 






courtnartiul. 



lo aleeninr 



cn duty could result, at root, in dlscharso of an in- 
dustrial verkor, it could result in a sentence of death 
in the cr.no of a scrviccnun. The fact that, in tlpoa of 
emergency, conocriptlon nunt be roaorted to to build n 
fightiny force Ir.plicu tlir.t le^al, ac opposed to volun- 
tary, noans of cowpollln£ cbcdionco will contiru'.c to bo 



ooaential, rop;ardlcss of tlic yreat v>vo^vqzo being :nado in 
tho hai'.dllng of huitcj: beings* 



4* ^easurer; 0 nt of Morale 



In industry It has boon said that if greater econa:r.y 
and ©ffoctivenoss can bo obtained fchrou(;!i tho contribi tiona 
of a high norale, then it is inportant fi'c?i the ranagorial 

^l>*B. Stuit, ed,, Fersoyol Research and Tant develop- 
rent in the Pureau of ?'ava'i ’^grsc^^^^ ( rrin'cVt'bn : Vni- 

vorsity of Princeton ''iVccV, 1^47) , p. 380. 
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point of view to know Jusst vh&t the ot&tus of the group 

siorale is. 

^hero is probably no phase of the Industrial 
progrois in which there in noro **wisliful 
thinking’* than that indulged in by Kanagors 
08 to the attitudes of their esployoos 
toward their company*® 

The industrial manager has several tochnlquor? at hie 
dispoeal* many of which are relatively now and still in 
the process of development. The tochniqueo uaed in In- 
duati^r are of two general classes: the first is on analy- 
sis and interpretation of objective data, and the second 
is more subjective. Labor turnover, absontoeisn, pro- 
duction and waste are indices of r.oralo. In nany cases, 
although of difforont factors In others; the analysis of 
such data **at best is difficult and io not always reliable 
as an index of morale 

One objective index of omployoo morale that has boon 
developed in connection with safety progrome in the analy- 
sis of induatrial accidonts, A spirit of toenttork, meni- 
fostod in safoty-mindednons for othoro, was found to bo a 
significant factor in accident reduction. 

Accidents can never be altogether olimlnatod, 
because htrsan beings will never become entirely 
stable and perfectly efficient. Out, when the 

^Scott, Clothier, Kathowson, end Sprlcgol, op, clt,, 
P. 507, 

lOibieujt p. 500. 
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accidents that do happen are used as educational 
caaterlal for easployees (both njanoconont end work- 
ers) at all levels, there can be a progressive 
gain In saoralo and teaerwork* Unless accidents 
are so used, they not only Indicate lapses in 
morale and teamwork but also arc apt to set up 
n vicious cycle In which the feelings of worker© 
suffer further depression that cumulatively re- 
duces their efficiency of action.ll- 

Abo^ard ship, as in industry, accident frequency nay 

bo used as an index of moral©, ani for the sane reasons as 

stated above* Other indices of an objective nature tliat 

may be found useful by the shipboard administrator Includo 

cases reported by tho sickbay, requests for transfer from 

the connand, reports involving insubordination, fighting, 

theft, and tho like. In statistics that rcvoal instances 

of lack of teamwork, indices of morale nay bo found. Their 

analysis and ©valuation, however, must be done skillfully 

and thoughtfully by an experienced officer to arrive at 

valid conclusions concerning tho state of morale at any 

given time. 

The subjective class of moralo-noasurlng technlquos 

includes the following nothods with acconpanylng coramonta:^ 

Supervioors laproBclona,— Kanv oxocutlvos aro 
inspirational loadors and capable of developing 
morale, but few even of thoso are trained in 
observing and evaluating morale standordo. 

Executives should be encouraged to strive to 
sense the morale situation arjd should bo aided 



llpigors and layers, op, cit,« p, 94, 
I Slbid,, pp, 500-511, 
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in this attenpt by noro nccarato inforraatlon 
than their Issprosslone. 

” Lie toning- In” Prooeaa «’ -«»Thero la no place In 
tKi* type of attitudo Koasurenont for peroona 
with pronounced bloaos* It ia difficult to 
secure individuals who possona the requii'ed 
scientific approach to do this work* Ac a whole, 
this typo of discovoring the morale ctatus of 
omployeos ia not satisfactory. 

Tho Unguided Interviw.- -This nothod not only 
provides a noanV of ‘iHlerproting morale but at 
the same tine is used to build ciorale* Ite 
effectivenoBs ia dependent upon the effective- 
ness of the interviewers* 

*!^e Guided Interview * — Hie Intorviowor nocks to 
'interview in such a manner as to 
secure the answers that will revoal tho desired 
Information. The success of this nothod, like 
the uni^ulded interview, is largely depondont 
upon the skill of the interviewer In soliciting 
answers end hio objectivity in evaluating tho 
results of tho Interview* 

The Questionnaire Teclmiquo. — Tho sinplo toch- 
riiquo bl'’ asking a quoation 'and having tho on- 
ployoo answer it has tho advantage of not 
suggesting any particular answer to tho em- 
ployes, but it is difficult to evaluate, and 
many employees have difficulty in expressing 
thensolvos on pax)or. Tho nultiplo-choice 
questions permit consldorablo shading of meaning 
when carefully constructed, ere much quicker to 
answer, and are readily measurable by statisti- 
cal methods. 

Due to the nature of military service, attitude sur- 
veys are not conducted as they aro in industry to deter- 
mine such variables as wago-payr.iont methods, hours and 
conditions of work, and tho like. Naval surveys of opinion 
and attitude ere rare and do not directly determine future 
action. In reporting work carried on in tho Bureau of 
Naval Personnel, three major opinion surveys, begun in 
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1945, are doscrlbod -^ylth the aoeonpanyinc x'onarlc that they 
” represent only a very nodost attc::spt to x>robe tho cojuplox 
aroa of attitude and norale *”2.3 

In 1949 a survey was conducted es*onc reprosontatlvo 
groups of of fleers to detemlno tholr views tov/ard con- 
tinuing with a naval caroor. Such a study, upon caroful 
anolyeie, could well bo considered to bo an indor. of of- 
ficer jnorale# Tho Bureau has not released tho results of 
this study# 

During the war a large nujRsbor of norale stu- 
dies were Bade by tho Amy and a few by tho Wavy. 
These studleo indicate « , • tho Morale factors 
generally offcctlv© in tho services . • . 

Kany results of the Amy studies are reported in the 

/Borlcan Soldier Bories#2.6 iTnvy studios made to do- 



^®D*D# Stuit, ed., Peraonnol Research ^d Tost De- 
veloptaent in tlie ^roau '?lavel‘ iVrs'omo^^ 

"i^rincotbn \;nivoF3Tfy ‘ rrec¥," p.' "4'i'o, Described arc: 

(1) a survey of navy training— what enlisted non thou£^it 
about their training, (2) a survey of educational oer- 
vicoc— to roveal participation in and value of tho edu- 
cational services program and resulting infomaticn and 
attitude# about tho war and the future, and (Z) an at- 
titude survey of /aphibious Force pex'aonncl— to revoal 
opinions about that branch of naval service# 

p. 449* As a natter of intemst, the eight 
norale factors found worn (1) satisfaction with tho job, 

(2) belief in tho nlsolcn, (3) a realistic appi’aisal of tho 
job ahead, (4) confidence In the training and oqulpnent, 

(5) pride in one’s unit or organisation, (6) belief that 
one’s individual welfare was a natter of concern, (7) re- 
lations between officers and enlisted nen, and (0) faith 

in the cause and In the future, 

^%#A# Stouffer, ot al . The /Morlcan Soldior; Vol. It 
Adluotnent during /miy' Li'fej ^^ol» ll# ^^onVab'^ IVs '^'tor 
nash # iWincetbn: oi* Princeton Prd'ss'r iWO')',' 
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teratn© tho v&luo of ottltudo rosenrch In evalUEtlnc por~ 
Bonnol practices concluded i 

Ulion adequate attention is clvon to those 
basic problecm of suitability and intcrprototion,; 

In eddltion, of course^ to tho tochnioal roBonrch 
problena, opinion studios can provide valuable 
and useful evaluative data for i>err,onnel and 
training progra'ns* 

Thus while research is being conducted at higiior 
lovola In the Kavy on attitude surveys, tho quest ionnalro 
technlquo lo, for practicable j^irposes, not of uso in tho 
Koasureriont of nornle aboard ship today, Cuch natters aa 
welfare and rocreatlon ai'o at tines doterpined by popular 
opinion — wliother to uso welfare fund nonies for baseball 
uniforms or a donco, for oxanplo, should, in nont cases, 
bo detominod by thooo for whon the fund exists, tlio crow. 
Such a decision would liholy be nado by then through their 
representatives, however, and not as c result of a rofer- 
endms, 

Hioreforo, aboard ship, tho hsprocelonc nado on those 
responsible aro the most widely uoed raoasuroKionts of 
noralo,^'^ and a doopor understanding should bo obtained by 
tho use of the interview, the subject of another diaptor# 



IGstuit, op, cit,, p, 432, 

1* 7kqvq 1 liooddrshlp , op, cit,, p, 233, states morolc 
nay be neaaurod by (1) Inapectlons and (2) interviews, Ko 
nontion is nedo of the attitude survey in this comioction. 
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CHAPTER IV 



IXHAEE 

Th® pe7cholosical noeds that tho nenhore of an orcan- 
izatlon Kust satisfy In ortler to be happy end productlvo 
may be titled end streooed differently by different 3tu- 
donto of the subject* In their dlscuasion on the basic 
emotional needs, Konher, hinceloy, and Stelil^ state they 
are a sonso of security, a sonso of succooc ( acliiovoriont 
and rocoenition) , and c censo of bolonf^lnoncco* They 
stress security as beinc the broadest and noct basic nofki, 
in SOSO ways comprohondini;; the others* Other writers 
liefer to these concepts by other nomos and with varying 
degrees of teportanco* 

In this chapter tho topic of fundonental roqulro- 
nents of Roral© will bo oonsidorod under throo section 
hoedingo— objectives, recognition, tmd security* This 
arrengoaont is made in accordance with tho biases of the 
writer, and Is not submitted as tho ultlraato classifi- 
cation* ”Koralo is not a aimsnation of effects fren dlf- 
foront sources but a chorac tori otic of tho whole Indl- 

^♦'*n* lloshor, J*D, Kingsley, and 0,0* Stclil, Public 
Porsonnol Adslnlstretion.CSrd od*: Now York: Rarpor "and" 

p. SiS'. 
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vidu&l end th« whole G^oup*”*^ ?!iud It io lEipoGsiblo to 
Isolate end treat Individually any Korole requironent 
discussed in this chapter. 

The reason for including in this thoslc a chapter on 

tho fundanontal noralo roquiror.ents has been well stated: 

The alternative to giving serious attention to 
tho fuudeasental psychological neoda of hunan 
beings ia generally cleatructlve of all that wo 
are seeking when wo bring people to work to- 
gether in a coKsson enterprise,® 

It is held that tho fundairicntal no 2 *ale requlrOKonts , 
by whetovor nanos one chooses to call th<Ks, should bo 
well known to all holding positions of iTersonnol rcajxinci- 
bility. Ihoy should guide all adnlnlatrativc actions of- 
footing rooralo, 

1 , Cb.lectlvos 

Knowledge of objectives nay bo conoldored to bo a 
very inportont factor affect Itig morale, end one that is 
too often noglocted aboard ship, ?;lthout certain goals, 
an individual or a gi’oup may not be expected to perforo 
at a high level of efficiency or to enjoy the satis- 
factions of imowlodgo that a job has boon well done. 

Without a feeling of achlovonont, 3-t ia not rcaeonablo to 

^David Kroch end H.S, Crutcriflcld, 'Ihoory and Problona 
of Social PayoholoCT , (How York: ItcOraw-t'flil, 'pi, 4'l'2', 

®I*oohor, Kingsley, and Stcd^l, op, cit,, p, 291, 
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expect saticfaction, may sense of wrth-v.hilcnoss on 
tho part of a porcon or a croup* Ilich noralo le thuo 
autorsaticttlly excluded by failure to ineure that all hands 
have their gcclc* Dependin-s on tho capacity or intol- 
Hcencc of those under consMerution, the rice adrsin- 
istrator^ rocardloss of his rank or position, will nalce It 
o point to «o© that goals of sono typo are always in sight* 
Persons of higher Intelllgonco, having capacity for ab- 
stract thou£ht, will not require the sinplo and irs::odlato 
goals of their Iocs dovolopod tetira-smton , ^.hilo it my 
bo sufficient for a skipper to toll hla executive offlcor 
of nsony yoai'S cxporlonco that overy offort should bo node 
to vrln a gunnery conspotitlon, it nay bo that a soaraan nowly 
reported aboard should have tho Inportanco of cleaning a 
gun mount prior to tho exorcise explained to hte* In this 
COSO tho conploxity of scoring a target practice is well 
known to tho responclblo officer, but the now nan nuot be 
told of the Iraportcncc to the safety of Uae ontiro vccsol 
of tho gun’s perfect functioning* Her© tho nan’s In- 
aodlnto objective Ic the simple preparation of tho nount 
for firing, not the accompanying calculations, procedures, 
operations and decisions that ho would not conprehend. 

And if his gun Is inor>®^>ted and found ready to firo on 
cchodulo, tho aoaanan has done hie part; ho r,ay oxporlcnco 
the sane fooling, of acconpllchxnont , roallzing the ln~ 
portanco of his wo:*k, ac do his superiors after a sue- 
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coosful exorcise* If the sca’uan‘s potty officer hetd dl- 
roctod tho worlc to bo done "because I «eld so", no ob- 
jective rould hftve boon presented to the mount cloonor 
nnd, while tho worh ml^it hnvo boon done, no fool ins of 
importance would ma!<c the tor.;: opijear worthwhile— henco, 
no foellni^ of achieversont* 

In tho abconco of elenr ovor-nll objectives, 

(;roupn osinnot hope to r.chlovo a hifjh order of 
cynthesle and will easily detorlorato, 'Vno of 
the most serlouB morale problems of men in tho 
nilltary foi'coo during the >mr was tho non- 
existence for largo nunbors of thorn of any 
cloar-cut goal for which war was being 
fought *^ 

While the average naval officer is probably not ouf- 
flclontly trained to adoquatoly interpret and explain 
national policy to tho sotiaf action of all his subordi- 
natoa* ho should acko every effort to Insure that his own 
directi*/cs aro Imown and understood, that tho objectives 
he sots are conprohoncible, This cctnblichlng of sub- 
goaln will in many canoo act os a stop in inproving ovor- 
all morala* 

It ic rcnllscsd that it is not always 'posslhlo, or 
oven desirable, to explain fully what is to happen and 
why. In many oases aocurity prevonts die closure of plane; 
In others failure to apprcciato largo objoctivon provonto 
opening of dependent plans to scrutiny, gut if at all 

^Krech and Crutchfield, op* cit*. p, 406* 
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posolblc, all h«nd», within the scope of tholr ability to 
conprohond, should be kept infomod* Tills epplies equally 
to the procedures to bo follov/ed as 'vtoll m to the actual 
operations to be porfcrtiod; the strticturc of tho organisation 
should bo knoi^, and the scenincly rcnconlosa linoo of 
rosponsibillty explained— a giumcro sc to ohould know why ho 
Is asalgned to a battery under tlio direction of an aooistent 
eng;ln©erlns officer for on© drill and why ho reports to tho 
chief quartersaster for another. 

It would bo enliclitoninG to conduct a survey aboard 
alnost any vessel to dotemino to trhat extent all hands 
know why they do what they do, and to detomino hem far 
devil tho chain of coraaand reasons for doclsiono end actions 
are isadc known# It ocoese onfo to state that a largo share 
of tho coajplexHont of any ship roaains uninformed in many 
arorjs tliat suporiora esaursc arc v?oll Imovm to all# T^hilo 
rjuch infoniatlon Is passed along lines of Ir-fornal organ- 
isation, tho Roralo-cons clous adnlnlstrator will insure 
that wjiat ho wonts known Is actually known, and that hlo 
subordlnatos keep In nlnd the voi^' real teportanco of 
Imowledgo of objectives# In nany caacc, tho ontablislmont 



of cub-goftln will help rnintnin Intoroct if the ultinato 
goal Is distant or incomprohonciblo# Tills is illuctratod 



by tho practice of holding weekly inspections for ^lich 
all hands ncy prepare rathor then explaining that the 
objective or goal is a sanitary ohip*B company, a safe 
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vessel, or soKOthlng oquell 7 Intfmjlblo. At v/ookly In*» 
opoctlcnn, defects that rxay bo corroctod ti'lthin a roason- 
ablo tine ore pointed out, end directives, such as 

ono to "cloan up tho ship", are not required* 

A corrolary of this tonot 5-o that lack of objectives 
or aettlnc imrcallaabic object ives :iay easily load to 
frustration and personal dieii\tc£^ratlan* Hounding a sub- 
ordlnat© to "clean up tI:o ship" with.out in- 

dication of what constitutes a cloan ship atay load to un« 
doslrablo roaulta, obviously, Hut na’-qr adriinlotrators fail 
to reallj;© the benoflts to noralo t}'<at rinj bo obtained bj 
set tins realistic, obtainable goals, ained at tho lovol of 
those ur^er cons5.dorat 'on, tho roalination of Vihicli c.ddo 
to the feeling of adilovoront of thono hf^ld I’esponslble for 
their accoit’pli.obJi'iont, 

Kroch and Crutchfield in discussing tho nignlficoncc 
of ix>altivo goals ntet© that it is aloo nocesoary to have 
aonc fooling of noving toward tho goal sjid that "very 
snail anounts of encouragonont and buccooo f-nd trail stops 
toward tho goal aro frequently effective in sustaining and 
onJiancing ciotlvetion,”^ This fact should bo kept In nind 
whon objectives are first establiahod to prevent sotting 
goalc that nay not be obtained within reaoonnblo tine or 
that aro so distant no pi»orronD nay bo detected en routo * 

^Dnvid Arech and H»S, Crutchfield, op, cit*« p, 409, 
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V/honevor group nenbera can coo or bollov© thoy 
cisn 000 ovldonce of advance toward fclie group 
objective, inorale is thereby likely to bo 
ctrongthencd, Tho convorco is also true* Just 
eo "nothing succoodo like succoos", «o "nothing 
falls liko fRlluro*’-G 



Thlo sene reaccnlng nay bo applied to tho individual 
as veil as to tho group, ssnxi it is an appropriate concept 
with which to begin consideration of the next noralo re~ 
qulroncnt* 



2m RocoAnltion 

^en one nekes progress tc^*ard an individual or per- 
sonal goal, recognition of this nchlevoncnt r.^£y lilcoly 
coTso fron within and i« less dependent on rocognltlon frcaa 
without; when one advances toward a group objective, re- 
cognition by that group is more often denandod, Gnnnor 
Jcncc Kay collect and study stanps, for enar.plo, for hlo 
own satisfaction without corpccting conpllr.cnto fron hie 
sliipECtea, but when ho works to got his equipnent ready 
for the big conpetltion he wants the gunnory officer to be 
aware of his contribution and he wants hl» ir.portanco to 
be known by the oosmand* 

This need for recognition Ic an inportant factor ef- 
fecting norale. The need for cosccendation when duo le not 
United to any rank, rating group, ago, or other clesolfl- 
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catlcn— It is inh©i*ont in the hunan being • The aliaplo 
act of CRlling hio suboi*dinatos by thcii* nsmoc helps to 
show that an officer rocognisoc thon ns individuals and 
that their p©rfor::iGnco is Jiot boiixr accredited to an 
unidentified ’’you, there”* Division officora mid tho 
senior potty officors should bo requirod to koop tho 
perfonnemeo of tholr aubordinatos under survolllonco 
cloao enoi'c^ to insure that individual effort, or lack 
of effort, is noted* Telling & working porty that cn as- 
signed job has been dono only fairly well x?orkc a hard- 
oMp on tho Jian that put forth a sincere effort and 
sinilarly lots the group laggard imow ho v/ould be foolish 
to contribute norc* The rooponoiblo supervisor should bo 
in a position to toll Jolinoon before the group that ho 
had dono an oxcollont job and Jacloson privately that he 
should take steps to carry his share of tho load* 

Corsnondable acts, if of sufficient Inportanco, should 
be brought to the attention of all hands* In this ccnnoc- 
tlon, it is wise to provide sjony croaa In which inclividuclo 
noy excel* ’^liilo evoiyono nay not bo tho boot boxer or 
Kost alert radar operator aboard chip, oonpotition in nany 
fioldfj and anong the dlvicionc nay be arranged no an to 
enable the greatest nur.bor of Individuals to attain sono 
r.oasure of personal recognition fror. their shipmates. 

T5::o Field Research Section of tho IJureeu of Kaval Per- 
sonnel adminlstorod quest ionnairoa midor asaurod conditlono 
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of ano 2 ‘iyi?.ity to over 11,CX)0 ©nliated scparateoc of ovcry 
rate and ratine in every major aeporation activity vrith- 
in tho contlr.oiital United Gtateo in the period botv/ecn 
Jer'.uary end April 1948, ilacoo data vroro analysed by 
H, C, Asnan*^ to compare tho r.oralo of various sub-groups, 
broken do«n on tho baa is of duty aseisnr.ont, taking 
rocnlistr.ont as a criterion, most of the I'icn v:ould bo 
considered to have very lev; nor ale: they gave tho jravy a 
try and for one i»eason or anothoi' decided against It, 
Uliolr responccs to several questions give •rrclglit to the 
inportanco of recognition of the individual and tlio 
awarding of credit vrhoi^ duo. To the question ”Do you 
thinly your officers wore intones tod in ??hat you think and 
how you fool ©bout things?” 47;1 said that fou- ohov^cd 
interest and th;at they wore pretty nr.di indifferent, and 
24/^ said they ignored or rode roiq^-shod over the nen*s 
feelings. And to tho queetien "Do you think your of- 
ficers generally gave you credit for tlie irerk you did?” 
IC^ replied they Imow they didn't, IQX ropliod the of- 
ficers did not know one way or another, end IDJo ropliod 
they received credit only when their work was not satic- 
factory, 

Conriander Asnan concludes ( in part ) : 
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Hio concluoion that tlxe typ® of loader- 
sh-lp thojso mon hcv® <s.xporionc«d was not of tlio 
hi£;;]ioat order is Ineccapsblo* AlthoucJi thoro 
were »o«c difforcnccs hotv.’oon tho {jrov;pa in 
their attitudes in this flold of rolatlon- 
s3itpa with superiors, by far the Greatest per- 
contac* or oil groups folt they wore not re- 
cognized os individuals, did not receive 
credit for achlovenent snd did not get fair 
and helpful aupcr\'lnion* 

It is significant that these r.on wore not 
eo «uch concerned about the physical envlron- 
Kcnt Injierent in the different brandies of tho 
Tiavy, 03 thoy were obout thoir rolatlonc nith 
their superiors cr the various edr.iini3trotlv© 
practices which offoctod thon. For it is in 
tho area cf superior-subordinate relations 
that tho greatest opportunity cnlcts for tho 
laprovonent of aoral# regcrdleas of tho branch 
of aorvico Involvcrl*” 

Tills concluclon is ono in w!ilcli the writer fully 
concurs • 



5, fccurity 

liio third laajor ncralo roqu'iroixcnt to be concidorod 
In thlo chapter lo that of security, Tho ascurcnc© of 
fair and equal treateont io of gixjat inport unco in pro- 
noting a feeling of security in on individual or a group. 
Tills Is well illustrated in the above laontloncd otudy 
whore 57^ of tho eeparatoos questioned gave thoir inpreo- 
sion of ravy justice and discipline as being urjfalr or 
Inconsistent, whether hard or soft. In this connection, 
a sound principle in perconnel uanagenent effectively 
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strosijcd 07 Juciua^ ia to n<lu to fftimoss tho Eppoartmco 
of faiivicoa; be fair, but al»o appear to b© fair. In tho 
bcliof that tlio najcrity of naval offioory dooir© to ad- 
niniator justice ovan-’iar.dodly , it raaj be that tho un- 
favorable reaponsos to tho last question were occasicned 
by tho fact that tho ir:portant elcnent of appearing fair 
was absent In the cases of nmiy of the separatees • Tho 
Irjportant objective of a feelinr: of seourity ronains, 
hovfuvor, and ovori' effort should be rsado to nal:e sub- 
ordinates feel that they aro to rocoivc just md equi- 
table troatnont* 

IHix’int; tho war a c^oup of nnval aviation cadets 
taking flight train ing were asked in anonyrious tnter- 
vlowo whflt their present work efficiency was, considering 
their noot efficient peat work nn being lOO;^* T!ic aver- 
age cadot was found to bo perfoi’nlng at sround 05^. As 
those r:en wore anxious to got tholr v/ings, why were they 
pcrfoiTsxing at an average of 55,^ bolov/ tholr poak? In- 
tonalvc intorviewins suggested two related negative fac- 
tors: ( 1 ) the pervasive fear of failure, end \2) a fear 
of unfair evaluation of v/orlc,^'^ 

In such a situation, I'oal officio::cy is higiily un- 

%,J, Jucius, Personnel yanagenent » (Ciilcogo: Richard 
D. Ir»fln, Inc*, 1945), p, 46, 

Reval Acoderay, Knvftl Tjondorshirs ( Anria’jolio t 
1*,3, Kaval Institute, 1940), pp, 47-3, 
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likely* Out 

if the clmnceB of aiiccoos aro roaoonably {^ood, 
and it appears that auccosa is not accidental 
but fairly and Inevitably der:>ondont on hiGh 
effort end good perf orcianc© > personal jnorale 
will bo high find work will bo offlclont, '‘■lio 
hardship of work will be token in stride*-^ 

In this situation it is easily soon that foar (of 
failure and of unfair evaluation) operated to produce a 
fooling; of insecurity with nccoKpenylng rcducod perfor- 
mance* 

Another aspect of security is a type of stability* 
iVhlle military activity is not the siost predictable there 
in, laoral© laay bo seriously affected by Inconprohonslblo 
changes* Tlaio concept allies itself closely v/ith the ones 
previously discus nod, the inportanco of laiowlcdgo of ob- 
jectives and the reasons why perfomenc© Is required* It 
nay be extended, hovrovor, to include the dosirabllity of 
letting subordinates know oa far in advasic© ao practicable 
of proposed alterations to cm ostabllnhod routine* Ac- 
cordingly, it would bo poor pi’actlco to give a nan two 
hours to pack and catch n train for a training school when 
his orders have boon aboard ship for a wool:, Binllarly, 
scheduled activities should bo carried out as announced* 

If the crow has worked to prepare for an inspection, it 
should not b© cancelled at the last minute bccnuco it nay 

cit* 
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be Incoir/onlent to tho ekXppcr*. 

Tn connection \»ith this discuanlon of security end 
ste’olllty, the rollotcing hca boen said about inductrial 



unrest: 



Industrial unrest nanlfcsts itself in n 
Koro or less continuing state of imccrtsinty, 
unoasinese, end clnloss activity crislng out 
of unec count ©<3~f or fears or unsatisfied loni;;- 
in(5S * 

To sock soaething bettoi* is not to bo 
frowned upon eithei* on the psrt of indivlc.iialc 
or on the* part of groups, wise loaders recog- 
nise that ch&nr© is a requisite of progress, 

Tho attitudes of poopl© differ Knrkedly with 
ref crone® to change. Gor.o i.;orconc are cennti- 
tutlonally opposed to change. Tl^ey doc Ire 
security evon cn a lo?y level if nc cos eery end 
look upon change ao endangering their coourlty. 

Other i>eople ceonj to bo constitutionally carer 
for tho now and untried, Hadlcal change io 
difficult for the to adjust to ovon though 

they may have advocated it at tho time of its 
initiation* Oradual disuigo is soro in keeping 
with nan's natural tonj^oresriont.^ 

Taking thlo lesoon from industry, tho obipbotird od- 
mlnintrator would do well to coriously consider the poo- 
Biblc effects of proposed actlono that ncy bo thought to 
bo radically out of line with entabliohcd procodont. This 
token UG back to the Initial considerotlon of tho impor- 
temeo of keeping all hando infoiv::od of ”why'’ • All tho ro- 
qulrcKcnts discuoced in this chapter tivo highly interrolatod, 
and oil should bo kept in mind in personnel odrjinistration* 



Scott, R.C, Clothier, S,0. I'sthewoon, and u,R, 
Sprlegel, PorDonnoXJ'oncrtcront, (3rd cd^; Vox: Tork: I'CGrnw- 
Hill, 1941TT1^ 4.^.' 
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If it were possible for a skipper to band pick hio 
ciKJw, he v?ould choooo those when: he Imew wore well od- 
juBted end hi^^ily notlvated toward tlie seivico end its 
objoctlvos, unfortunatGly, this cannot bo done, and the 
best nuct be r:Rdo with the r.anpowcr assi^pied, 

Vany lailltary G’^oupo aro foi’cod groups, 
but this does not nean they cannot beconc ef- 
fect ivo croups. If fp*oup ftaenbership is pnyclio- 
loclcally rowarcUnc# officers and non will 
Identify with it, will work foi' this group luid 
not raercly for porsonnl odvencenont or for pur- 
poses of Icooplnc tholr prcfoscion&l consciencoo 
clear, Hut whore the group is forced. Identi- 
fication with it or aorale in it ennnot bo ex- 
pected, to hapxjon cr.tonatical3-7, Ceno nllitary 
orconlaatlono never do bocono I'oul groups • . • . 
koGt nllitary outfits, thougji Initially” forced, 
do bocoi'io real and effoctivo groupe.^ 

The problem becor.oo one of na3:inc the individuals 
wont to become offeotivo. In this chapter consldoratlor*s 
will bo nfvdo of providing Inccntlvoo ami rotivating per- 
sonnel toward a state of high »”oralo. In adlitlon to 
positive and negative incontlven, soctlcnr. will bo de- 
voted to two typical aituatlonc— indoctrination of now 
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i::oii and tho conraction of ;iecfc r.lr>tal:cfl* 



Pooitlvo Incontiveo 



The snoclflc positive Inconi-ivoo ovailnblo to tho 
shipboard adninictrator a"o, for tho n:ool; pni’t, appli~ 
cat lone cf the fundnno'itnl nornlo :*o. 4 ulr«o:'jonts liacuosed 
in tho procedinfi chapter. In applying thoco nrinoiplos, 
he is aidod by tho traditions end procti^o of tho 'Javal 
cej’vico dovelopod over rinny yonrr. and provicllnc for a con- 
tinuity of purpoao and I’.othod, Jolnln- tho oom ico* 

tho individual finds hlrasclf Identified 7'ith c j;roup, 

r.qually Important *.vlth. the various co£;- 
nltivo and motivational factors affecting 
morale • « • are those fact ora of an criotlonnl 
sort hK'vlnt, to do v?ith reelings of group 
solidarity, identification. Involvement, and 
tho like* Hiosc emotional factors are in- 
coparablo, of conreo, from all the other 
mcralo detcmlnents. 

It cai'i bo expected th.nt, other things 
being oqnnl, tho roro closely tho lnd.lvldual 
monbors identify* th.onnolvos ' itli tlio group 
the hlglTor tho noralo of tho group will bo,^ 

Rocognlsing this fact, ovor the years tho nil! t try 

baa made tho group clir.tlnctlvo, psychologically mid 

phyoical?uy. Aside from Ita objectives, it In made die- 

tinctivo by the use of fo:*nel lectdcrnMp, orgmalsatlon, 

unifersa, ceremony, nyriboln, and tlio like, t'let cob 
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definite boundaries bot’wosn tho nonbois end tho non-aenbors 
The natural dociro on tho part of an individual for c^oup 
approval and i’ecocnltion nay thun bo exploited by the 
rllltary achainlstrator aa tx poaitivc incentive, 

Corrsandor Ilarlou’ writes : 

Therefore, althcu£;h you cannot noclcct sudi in- 
stitutional factors as tho Knvy’a traditional 
prostlcc, ccrenonico, and other forr;:alltioc, you 
should recicnber that thesy are pcychological 
tools and not objooti%^03. 

To every leadership problem you noot, you can, 
while following the prescribed ”Kavy v/ay”, still 
apply tho personal methods of persuasion ar^ 
dcminanco. It is only in this nnru:ior that you 
can Influonco your non to brinf;j to thoir tasks 
tho ent’nusiacsi and the extra ounce of spontanoous 
effort that so of ton spoil tlio difference l^otweon 
failure and success for the uholo coianond,'-* 

Another consideration in tho application of bade 

r.oralo-dotormlninr, principleo is that participation of the 

individual in activities is ossontlal, 

Hoqulrins the individual to oaouino rosponcibilities 
onourea that he will feel noro deeply involved and 
identified thfijc if he is pomltted to exist pas- 
sively In tlie groux>, 

• • • group identification can bo enhanced by in- 
volving tho Individual in tho group in as many dif- 
ferent ncpocta of his personality as possible 

TInus, the positive inoentives i!iat the shipboai'd od- 

alnlatrator nay uae are nivcborless: all applications of 

principles rec.ogniso fundamental morale roquirenente. 



^A.M. Harlow, "A flow Loci: at Haval leaderohlp” , IT,S, 
Haval Institute Procecdlnro i 70 (Hov, lOLO), n. If Co, 

“^Krech cuid Crutchfield, on, cit,, p, 415, 
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Knowledco of one’s islscion, ono’n pro^^rocs, ono’s status, 
assurcnco of fair troatncnt end opportunity, a foolin(; of 
group ooliclarity and Individual dlgnltj aro all vital to 
good noralo# 7hoi*o Is no need to pile up ovidenco to prove 
that tho value contributed to laoralo by U.G^O, shows end 
the like is at best questionable j tho end results rxccnplishod 
by military organisations do not correlate with ontertain- 

r 

nont and beer, but rather with the application of prin- 
ciples basic to tho successful handling of non* 

rrcitntive In c cntl’/cn 

Kogetlve incontivos, as well as positive Inecntives, 
ar© frequently rsioundorstood, both as to thoir reason for 
bolng and their offoctivenons. Fear of a loos is subeti- 
tutod for desire for c gain when negative incentives are ccs- 
ployed, fh9 loss icay be at many levels! prestige, personal 
froedom, status, financial, privileges, life itself. In 
ccnsldorlng tho a±sinistration of negative incentives, it is 
well to Irecp in nind that It ofterr is tho certainty of tho 
loco rather than its severity that is greater in dotorrlng 
tho undo»i:^d behavior, TJareetoning to award a aovero 
punishment to those caught In a nisdood will not have tho 

s 

■ri'ic Y?rltcr found very cKusing a r.aticnol nd,"‘crtlooR;cnt 
sponsored by tho bnltod Staten hrcworc Foundation in April, 
1951, supportinc tho atatenent that in timo of oricrgoncy 
boor is ossontlal to public laoralo. 
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d«air«d rosult «f prcvor.tin^ the risdood if the odds avo 
pool* thftt one would bo couch t. 

To be offoctlve, tbo Ions niunt bo a ro&l ono, Cortnin 
punlobrontG soy bo thought by ccn'orc to to sovei'o ( imd 
therefore offootlvc) ’.thilc in eyes of the one end 

hie grov’p no Iocs has occui'cd, and, in fact, the ”piinlch- 
Kont” slcht rccult in a hichor ctetun fer the r.lacroant, 
Oottlnc away with inadequate puniebsnont can be zz on- 
hllarating as gcttlnc a'.vay rith forbidden behavior; either 
can ec nan a hero to hie 'h'or a period 

of tiro thlo competition with authority can do c^oat darnac© 
to Doralo* Orent care r.ust bo ta'rcn in the adniniatrctlon 
of nocat ive Incontix'oc to insure that this conpebition docs 
not ruchrocn, ospcciaily alone lines of Inforral oryani- 
satlcn* A hl^h state of nornlc, nhich L-plioa cooporation 
with authority, wili be reached where nocat ivo 

dloclplino is ]:cpt at a minisua; the uao of positive in~ 
centivos is yroatly preferable to the use of those that 
result in pox’sonal or c^oiip losses* Out ns this is not 
nltrays possible, a few rcnnrkr. will bo made on the ad- 
rilnictratlon of punlshr^-^ont , 

iho Kavy Inspector General^ ctrcocod the havsx that Is 
dene to moralo and dlacipllnc by the use on the part of 

‘^Admiral Hewlett Thebaud, in a speech te the hidohip- 
mon at the U.G. Haval Aendony, January 19, 1947 « 
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%£ta0itz MTStim 
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^ •&■• flB 11 ^ «#sAa»^ d i^tJhwvn^ ««>«£i 
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certain aisi^uldod indlv idualn of unofficial punioxa.ontc 
Inprovlcod tii«r.is©lveju "'liacso nay be effcci-Ivo up to a 
cortnln point, but in tbo loiiij rim they do Infinltoly noro 
ham than goocl." 7►^oir illO£;al uno in to tho i-on 



and r.oroly aorves to irritate and 



to erroueo 



tho bittornosa 



of roBontnent* 



A® ■i?ar> brour;nt out in the Aonfai etudy, puniohjuent 
Chou Id be fair and juntj this nenns the.t it clioulci bo ad- 
ninistorod impartially and inporsojially* Cno elioulcl be 
nado to fool that pur.ir.Imcnt is coning fron tho Kavy end 



not fron an individual, oithar tho coiarr>andlnr; o'Tlcor or 
hie roprosentatlve* boons tho ollnination of any 

foolln.{TS of pernonal dielike, an^or, projudica, and tho 
111:©* It further noonc that pumislmont adninintored should 



bo forr;otton; personal fcolinyn arc likely to dei'olop if 

on® is constantly remindod of his oorrcction* 

Punlchment to be moot offoctivo should be in- 
rXictccl as coon no posoiblo aftor tho offonoo 
hftc boon proved* Delay may easily lesson it® 
value as a corrocMvo moac^ro*'^ 

PunisiTcnont: cannot rnctify a '‘its take once r.:ado. Tonr 
of punisimant may prevent a nint.ahoj 't is a tool, and It 



should not bo ucod oU\owine- 
not servo to build confidrnco 



constant liiroateninc dooc 
in Ml© oixnnisabion £ind in 



the .h’ttnocc of suxjci*iors* f>erson In authority 



Kaval Academy, Haval readership * (/smiapolla: 
i*.G, Kaval Institute, 1940T/ ""p* 



• <»i ^ <9Tli«Al># «w m Twy iifiTTr ji] 
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• f99ft«£2aBat*« Vt 
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«ev - TfrarUfir 
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« <Kft»n 1 ;; lily— >PH- »0 i» tm^ f.-^ 

^ft 0« ' ^<Br«i.«0 ftllftgAft Ml^T' • «lt£VahlMftft*<'jTrV9 %iC! 

Um t«ar£i<*u: «•«« ^ Uktwmim 

ACwlAl?^ afttt» »ff«fi^ Sfiftft rfwftw »cftia'jr% jr •aaiLf 

* O# lx Wtft fflV8ftB%'^^ ^aQ'JOR 4# 

• €llt %• ^Bft4lEe«> ^/fna^ftgh^rt) aJt ana 

->.l£ w $«oc ft# C# fftft^fttOT • 

J**'^'**' ^'* iu'‘^i%r<?‘? ftc Ob>ftt to ftejoJ/l 

«»£ nmftfttt^ oftft# 

* • ^_ 

•sfti^ ««Imb ft«s> ftofifttm^ ft *ftia»o yy*i(«t» t/i--^ 

• 1 ^ %|!*-* ft ft* tf; »• #fr- ta 

1**1 C<T. iftjftft* '4 iMMhtovt^ — iM2vTft«na fte«u !kl«a«D« 

»J tel %'1 <»• itjtij' 
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yf/- *<irfjr aj aafta*n 7(> ^' 

tftl^OQftniMf . ^ft?i^C . lite t t XA^t 

T^ , »Afu^*li,C r*nmt 



should r:eJ:o cortfiin ho does not footer fotir of purildinont 
Koroly to onlinncc hie ovm prorti*;©; auch action Kay easily 
have results opposite to those deoirod. 

Cue lino of roasenino tendinj; to prove the c^^onter cf- 
fcctivonccn of po.nitivo ovor nf-catlvo incentives ir. that the 
forKor dovolcp feelings of group accor:pliniv:ont and prido in 
the organir.atlon, Tnic pride cnucon inc’ividralc to avoid 
bringing diccredlt on the organisation, and this aai~io prido 
caur.on tho group to police itoolf In largo roccuro Ihcroby 
nvoidlnr; Kony dicciplinony problorio. Fear of group disap- 
proval nay act to detor bo.ha\rior tvhoro fonr of individual 
loss, after conoldcratlon of tho rishs of beinr caught, 
nay not. In any erxo positive Incentives add to raoralo 
vhile negativo ones can at best nalntatn it* 



3* Tndoctrlnatf^on 



So far tlals discussion of notlvatlon hee boon fairly 
general* 'fhe actual application of fundciTJontal Koralo 
dotoxTninante and incentives vill vary fren situation to 
situation end fron ship to ship depenclirig; on clrcunotanceo 
end tho personalities of the responsible adninlstrators • 

As ail oxecjple, th© problem of indoctrination of newly ar- 
rived cen aboard ship nay be handled in several ways* Tills 
section will consider thin problcn an typical of tho nany 
that occur in the fleet j it would be lujposclble to consider 



'39 4c. At*J«4c t.f. . ..,«, 

>»* Mkni- «rrn '^a >f xt^tm 
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-li tgst itmfm; «- %r4^i fcr4.ia»Tf «nrr » 
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Ai ♦ 1.^, #r%,rr! -. - .-a» fuoa^ ‘Ur tcip^ 

tf* • 4MJ Cl- 

•' VI /tr^t nmx ^ mS o£i «Ca4#« 

*^^**^*' >**♦*•• •uanT. «®fc*X tdTc^ TtBBlX4t:»a£^ 2ffftkl09m 
t4d^\itWiiM* \»i f IMrV -^oXatsuiatf ^ C4ia tyvt 

«••***" ^ 2o 'T»;fta «IM 

^ ?*3»®frl taii^ao^ Miio ^ rf 

mJ* ^sn^r »r^ c««d jc tarn aiXt*» 

jg>X*ag^Tfc->vtr .K 

trtiAi mj CM 1ft ^u.'ot£% aiA art ^ 

%T9-io^ ^MCKiC4MX^ Ic OMimcAli^^ (ftMip# Cflt^ riTCim, 
^3 actvwiit «rn ^M9 £tu ccvt^rrc^a: im ci*»aJwsftiftt 
Ig^ Ml i l f t ,!t^ :-i qrilii 1 e^ rfoi^ lie 

■ C*X^*'X^4X:xXA&g 0XtIlM9B9CCV VwT ?tXCBCft^ft7 M3 JpC 

''^ *!• MX:*r'«c M4 «Ci4M» a» cA. 

^ »#X3f*» iLi TvtCCeacr ctf T^’i occ ^i¥ic 

T»-^ ►'♦ Vc Xcd4^^ ^ CXjH «i*lcp««o ff|it i«ftXti>ct 
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tlmt of correct !.nj pa£;t j:: lo- 



th on ell. Cno othor prol'lcn, 
tr.'coa roeultinc in n otnto c£ loy noi'olo, will bo considered 
In the next coot Ion, 

■*lion G men reports to a no»v co 2 -::i«nd, it is dosirG'olo 

for hin to become an ofriclont term-mate as Goon an pos- 

s5.ble, IlQ la no different, banlcclly, fx'OB the rent of 

tho crow; he Ims tlio nano noccla etiid hlo dlffercncon froa 

the existing group of non aro of decree rothor than of kind, 

^Ith con of long naval service, tlio Intogratlon with tho 

crow should not be too long a procosn; v?lth lnoxx>crionced 

youngators, tho progrnn should I'O noro c arc fully planned; 

% 

asid recognition of ' individual difforcncca eho\:ld bo made 
in all conoo. T!any voo; 2 olo have found it of value to have 
written procoduron to he followed In tho indoctrination of 
now men. Large drafta of non ai’C fi'oquonily roooivod 
aboard with little or no advance I'.otlco* At thoco tinec 
a:i advance plan or procedure 1« of gront b>enofit, 

Hccognlalng the inpoi'tanco of lanos^lodro of objectives, 
tho net; can, during his indoctrination, should learn tho 
objectives of his ship, its charactoriotics, and nhet it* 
mission is. Ho sliould lemnx tho objectives of Ms depart- 
ment and th© gang to which ho is assicned, Tli© exhausting 
work of periodically servicing r toi’pedo becomes more 
reasonablo when one understands tb© importance of this 
sorvlcing to tho proper functlonirng of tho torpedo and tho 
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ouccesoful conplotion of one of dentroyor’o niwclons* 
rrovision s'lould bo TrSdo for t}io roco.;piltion of tho 
r.ev? r.cn as an Individual. Ono plaii Is for r. rosponsiblo 
petty officer, c3ioson for his interest, to take a snail 
group around, shoving then thsir ccnpaz’tnont o , introduclnc 
then to tlio group with which they will bo acri^nod, arid 
genorrilly displaying <U5 Intcroot In thoir gottinr cottlod. 

If a new rxn has a fei^’lly, ecid if clrcunctanocs psmit, to 
grant roascnabla liberty to get then Dottl.ed in a strong© 
city will go a long way to getting bin off to a good start-- 
it is widely recognized that a now arrival Is of little 
value and. fails to learn if serious dcncstic problems ore 
on hie r.ind. Such recognition of individual ncedo makes 
for a frorao of mind rocoptlve to his new osslgnmont* Tho 
interest of tho command In the Individual, of which those 
examples arc but a few of many, prepares the way for 
Interest of the individual in tho cwnnnnri. Ihie rcvorco 
also holds: it is Inprobcble that a nan will chow intoroct 
in the command if none is chotm him. b’ith snnll initial 
effort, a sciond basis for future re'ie.t:ions rray be ostabli- 
ohod from tho beginning. If tho new man has an outstanding 
record from hie last duty atstion. It will not hurt to let 
him know it has followed him, if ho has a name, it 

should be learned and used^ 

Pigorn and Ujovb write: 
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A friflicril/ roH-ocnc to tl:c or^;G:iir;&ti.on is 
not the only purjposo of ^ood induction, how** 
ever. /Ji equally Important object ix'o :ln to 
, glvo the not? emnloyoo accui’ato end uooful in~ 
format fen about t‘:o company, the enployoc 
services It of fore, end the |?eroonnol policies 
that will affoct hln no well g 3 all other 
cnployoca « 

Ihrporionco with rell~plcnnod omqjloyoo- 
induction prograria in Indue try. In jovernmont, 
find in tho aiv.od cei'vlcoo is co favorable in 
terns of subooquont onployoo catiafactlon emd 
pcrfcrrsanco tliat no oroanisat ’ on, except poc- 
cibly a very ojmall one, can afford to onit 
this procciluro fro*- its x^omonncl pro^riin,^ 

Gocurity in t)io nor rmn should bo developed no coon 



as possible* Knowing v.-hcre ho fits in tho ordunination 
cuvl what the orgfiniantion onpocto of bin Ic of proat iri- 



por banco# TJio indoctrination of tho now nan Qbofijfcl chip 



should include an oxplnnatlon of tho ob.ip’a 



chip ' s 



ordorc and policloo, procodiiros ho should know. 



and who tho koy individuals ero that ho will have deal*- 



ingc with* It lo cne thing to toll a rman that tho pay- 
nacter takes care of all pay records and another to tele© 
hid to tho supply office end tell hln that Lt. Smith will 



be glad to see hin at 1030 any weekday to register &n 



allotment to his dependents. The less the now arrival 
feels > 1 © Is at tho mercy of a dialnterocted "system” tho 
greater vfill bo hie sense of security# ’l^ie whole In- 
doctrination progr«ar. should bo ain-od at giving the now non 



^Paul 



(few york 



Pigorc and C.A. f'yorc, 
fcaraw-:iill, 1047), p. 
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a sonoc of bclonginc; to his crjfinisGtion, 



4« Correctln^i Past */lst alien 



TtiO cocond problor. to bo concidoi’od in connoction 
with tho ohl^oard application of principles of noralo 
is that of correcting mistakes r.ado in the past that ha\o 
resulted in an cr^ianisation’c having a low r*orale, Ihio 
can be oithor tho entire coanand or 0^:7 scg:;ont thereof* 

In any caco, it la well to ettenpt to die covor vrhero and 
why Kornlo ia poor* In thic connect ion, in industry it 
hac boon found that; 

An analyois of tho aornlo of variouo 
nay reveal wholly iu:cnpccted rouulto. For in~ 
etsneo, tho rank-and-filo workero nay score Uitiior 
then the ninor onocutives, a condition that r,.ay 
Indicate to top nanagonont that thoy '.mvo tahon 
too nuch for graritod in connection with tholr 
treatr>ont of these L'linor o::ocutlvoa . Tl::ployoco 
of froi” 5 to 10 years’ corvico c:ay chow a lower 
norslc Bcoro than shorter aorvioo employ 00s, 

Older cc:ployooc with the ocrcc length of aor'v’ice 
cjs younger cnploycos ofton show a hi,r;lier roralo 
score than tho younger employees, Il:jcso rosulta 
arc not easily explained. Howevor, a dcterr.ina~ 
tlon of the facta ray lead to further invoati- 
gation as to causes that will lead to corroctivo 
cicasurco either in initial erploynent and 
training or in the Viandling of iong-sorvico 
enploycOG 

Ihilc th.is nothod of Icccting poor r-oralo nay hold 
aboard ship. It is noro probable that tho rrcunlng will be 
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by deyortecntn or i;ancs rath«r an, over-all acio dlvl~ 

sicn* If tivis proves to be oo, the Indlvldral in chziri.,o 

of tho cliBsctlsfied ah.* uld ho evnluetol In bho li^ht 

of whnt basic principles ho la faili?i «5 to ^:.pply, 

/iTKi as to do terrain Inj: Vf1 -p no-'Y'.lo in poor> in induotr^* 

it han boon found, that: 

rtiployee-attltudo studios provide ono f..f the 
ntost valuc.h?wO r.othodo of detornlnln^ i;io current 
statue of ;»rGonnol relations, T!).©eo atudlos my 
revoal that ouDorviaion in n a t,lG factory but 
worklni? conditions are not In hoepin^ v^itlx tho 
Qciploysoe' donlres, that waives arc aatlsfcctory 
but tliat ouporv.\n'*on In entirely inacloquato, Umt 
the training projrfxn is not neotlng tho rcq-iii'c- 
nents of tho cwployoos, that pror.otlono in the 
eyes of the onployeoc are not being nado on nerit, 
or nany othor cspcctn of porn-- nnol ns’iage:yjnt that 
are vital to of feet Iv© opercfc’on of tho eht-oi'priao, 
I'anagenont an a rule .to doslroiiis of doing the 
right thing for its ov-'p;j.oyeos but in often baffled 
to'"knrm what .Is the ''\Ight U?In_ to do and '.diet the 
eniployooa’ react lono are to what in 1 eing done,^*^ 

Aa dlncucoocl in tlio provloi;o Oixaplor, ft*-.ij)bcs-'Y: 

v".cG.aurenont of novels does not takt?, alvantcgo^ as doco ln« 

due try, of fcmal attitude stucllon, I'^'wover tty dotoiTiino 

rearonr. for poor mralc, sem noa.^mro of atHtudoa nust 

bo :.aado: ono cannot cov't'oet a Ritiintlr>n v.^icn tho reasons 

for t!\nt flituaticn rro r.ot Jctnirn, P.osponsrolo nonlors 

should n.aho their cnti:'"-ate£} cf attiludeo as accurate ae 

poaslllc by studying i?*cthodo of ir,tervlow’'ng rnd by 

training to observe reflections of rtoralo. Tor ona-plo. 



^ Olbid,, pp, 515-0 • 
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one should recognise Insubordination q» an indo-': of nor- 
ale, and one should, throu-jh fomnl or informal Inter- 
views, bo able to strllro at t’\o j'v?ol-s or x'ea?.ono for thia 



jalsoonduot • 



Thia ohould bo done not noroly to punish tlio 



offender but 



to onnbla tho causes to bo idontlfiod and 



elhalnatod* 

17i0 actual robuildinr of a hi;j;h state of r.oralo con- 
sists of applying basic prlnclplos, ilio follcrlnc dis- 
cussion will illustrate how over a peried of about two 
years roralc of r naval air station was raised .fren a 
di scour agin, ^ low to a very hi^h state Tho principles 
used aj-*e conaidero<i to be %'Olld afloat or ashore* The 
certsand In question was chai^^cd ■^ith training; cnlistod 
aviation ratines , then tho activity was reactivated after 
aeveral years in a stend-by statue, the norale wac poor. 
Tho prnbl«n was approached mxd. colvod through *’he enlisted 
instructors attached to tho corj-’and, FoiTierly they had 
been borthlr^ stk! icessln^ alon«isldo fxe trainees; thoy 
wero riven barracks end ness halls of their Tomorly 

their hours of Inntruction wore unbalanced s:itl unequal; 
the teaching load was distributed, each instructor taught 
a Koxiriura of six hours a day and wan assured of two hours 

^^Hatorial for thio divScxins ;on was obtalnod by Inter- 
views with x>or8onnol of the naval Air Toclinlcal Training 
Cocnond, notably hr, J.C. Howard, in January, 1951, 
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free, those poriodc follow/ irx:; & pro-plaroxed cc2*odulc, ?Iio 
instnxetoro wore c-ven authoritj coarsens iirato ®ith their 
rosponslbilitioa, thoy rero trJsmi'clGd c;:tra x;riv.lic„on «md 
incentives, and their individnai achisvcrionta rorc rocog- 
nlced, For outet^ndin^ r-erk or net.' idoao, the cnlictod 
instructors had thoir acccnplinJaner.to published and neersd- 
itod to ther> by nano and rate* ihus px’ide and cppi-ociatlon 
of tlio irxportonce of tlic duties of tho rate aa well oa cf 



tho individual was ttckno?/ledc;od; pliotoxxrapJis and crticlcc 
i.n publications distributed scrvlco~*:;ida carriod (greater 
prcGtiGO t in a paper published for uho oonnj>a* »d , 

althouxih the station paper u-aa developed into rui oncolloiit 



cx:o* 

Ihe noralo of tho students ras ir.:provcd by the nor at** 
tlt’oios of thoir Instructors* Tno instructors rcro iln thu 
class to help; the cclxool res vocational, and ccholarahip 
for its own eako was not tho coal* The enlisted instruc- 
tors could speak on the level of the students, yot there 
was no frivolity and tho instructors required X'onpoct* All 
hands were tepressod with the fact that clct 2 r.s uoro to bo 
backed up: if t3io ts.cn wore pronlccd sonot'nljiix# they could 
expect to £;ot it* 

Advisory boarde wore established to coinsel and advise 
aen on acadenic, personal, financial and ether problexns* 



This service, while voluntary, becamo popular when tho sin- 
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ccro intereet of the boarilo In the nen 3iad beer, cIc:son~ 
ct rated* 

Service facilities were expended* Each naJi upon re- 
port for duty i‘ccoiv«.*j ft packet containing; instructions, 
infoivtation cn housind* I'apc of the area, sncl tips on vhmt 
to do with their far-ily, prices, points of Intorcst, recre- 
ation, and the like* ?Iio px-ocear. of checking in rno aln- 
pllflod end localinod; in tha poet it had required travsl- 
ins 23 niloo to conpleto, hi departure, tlio chccklnr; out 
procovso was cut to 1-1^ days* 

Clubc I'cr tho rccroatlcn of chief potty officers end 
petty officers arc eared for by their rersbero; they offer 
cxcollont cntortaSjiinont and rocroeticn featuren, ^'thor 
activities inclvxdo clubs for con’uctlnn alrost any hobby, 
u whoro tho non nay buy parts at cost and repair 

their aubonobilca wltli tools provided, nusical and dra- 
natic croups, and the like. In all instancos, the cuccoss 
of tho rccroation proyran is duo to active participation* 
Thlc is hold to bo on olonont vital to tho cuccoao of 
oisjilar prograns, recardloss of tlio slco of tho orjjani- 
sation, aehoro or afloat* 

’Ihon this comand was reactivated, tho grounds and 
buildings woro badly run-down* Koalialng that the physical 
appearance of the plmit affects norele, a long-range plan 
of beautifying tho station was put into effect* Porcojincl 
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now attac53'-od to the cc:ry&jad mxj pride in their 

station. 

2j nalzlns instructing cai'-r-j mru pr'oatiso, the duty 
hoc bocorrx ir.orc docirablc— r^imy instructors 2 ’ct urn » 4 ;jain 
Tor duty at thla station at thoir ovm request, nolatlono 
botvreon the naval psraoniiol, the civilian eiaployoes «i’.d 
the to^jnapooplo are oxcellont, liio conuruid conducted c. 
oa'ipai^yi in the local papers to otioct this cordial 
cituatlon. Ai^ticlos ained at cdvxcatin^' the tovnapocplo 
carried noscucoc such as those that reminded thcr. tJiat the 
aailor is their noicJibor’s hoy, that ho probably ni»c®» 
his owi hono, and ishat ai’O thoy dolnc about it? Hilo c»ki- 
paign has been liighly successful, iwith nany eorvioef;icn 
finding social oi^tlots In the city's hones, caatoons, 
clubs rJid churches, 

”ron tho al)OVo exar.-iplo, it uhotild bo olcai' that rsorale 
can be Jjiprovcd, no iiafctor hew badly it r^ay appear to have 
clipped* Conoidorablo higonulty is often required, how- 
ovor, in applying icoralo-buildlng principles, Cno device 
found holpful is tho une of oo-oallod 'Viorale-carriorc”, 
those individuals rosj^ectod by their follows rcul corjaanding 
noro-than-avorfsgo attention in the Inforttal oi'gfinlsaticn. 



Dy convincing tJion of tho honest intez'set and intontlons 
of their superiora, thoy nay carry or ccnvojr this int erect 
to sscmboi'c of th® coKssand who for cno reason or another 
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cannot bo reached dlroctly. 



Tlic olonont of rapport is of 
.’root Inportanco In o:ca’inn';l,n^ vlot7S, idocc end doEiror--- . 
it J.n h^poonlblo to taflr vrlth a pornon rlio '«'*H not licten, 
To nc3idcvo cooperation, corm:nlcatlG:i ic ccrontlal; thlc 
nay bo rxconpllshod in nnny Inntcncos by doaltn{: the 

itnfluontlal, tho renpoctod, asid tho int crested ncEnborc of 
tho command* 



C'!A??rH VI 



"rT^RViir 



i?\jf 



Cosi’iiunlcation i« ocaontlal 



In direct inc huricn activity. 



A serious cor.vorsrxtion directed to n purporo than 

antiofaotlcn in tho convoreat.tcn itsoir is an intorvlew; It 
includou facial crepreos ’on, £;;estui*cD, inflect' on, and other 
:.:;eans of face-to~faco oorjr:unlcat-on as roll an spoh'on rordss 
they all contribi;to to the purpeaeful enchnnno of inro:?'4iticn 
which in tho interview,^ Cor*o aettvitioo d''‘i'r.nd p,roatei* az- 
ijericnco and oxportneas in inter viewing; tlmri cthorc; aomo 
profescicno — lav, nedicino, social and prycholocioal investi- 
i^&tion, to nRi:o a fow—havo dcvolo’xid ofroctl^'o tcc’.iniquoe to 
accoKplichi tliolr ends, A knowlodgo of tho prnblcna and pro- 
codiu’oo of theco ozports is of ghoat ’iclp to tho adrrinistra- 
tor upon ?;h03c hanulin;! of rx*n the r.oralo of liis organization 



nay depend. 

Tho natui'o of tho intorvlev? varioa with the vzcs to which 
it is to bo put; those uaoa have been reduced fundar.vontally 
to three: fact finding, Infomin^, arvrl uiotlvatinf'i.® other 

^traitor Binchan and ’^.V, ?iccre, row to Inter^vicw , (3rd 
od.; How York: Harper t Hrothore, 19417# p* "T* 

^ roid.. p. 27, 
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words, a person is Intervlowod In order to learn sonothinc 
fron him, to tell him ooruotlilng, ox' to Influence hlo 
feelings or his bohavlor* 

Aspects of the first two uses of the interview that 
ax'O of value to the naval officer v-?lll be consldorod In 
this chapter* Th® following chapter on counseling will 
considox’ pertinent aspects of the second end third funda- 
raontal uoob of the interview* 

Tho objective of the interview should, first of all 
bo clear in the mind of the Interviewer* It has boon the 
experience of the writer that fomality is not a nocessory 
ingredient to the success of «m Interview? tho ostabllBh- 
raent of rappox't is of greater importance, whether thb ob- 
jective of tho inteivlew is to determine knowledge about 
specific event* or an intorviowoe’s own attitudes and 
feelings * 

1* Interviewing to Peteminc Faots ^ 

Tho interview technique to dotomlno facta should be 
used with caution and dlscrliainetingly; if more reliable 
sources, such as documents or actual observation of 
situations, ai'e available, the interview is usually un- 

SChaptcr 2, Blnghcsa and hooiHf>, op* cit*. contains a cems- 
plote discussion of this subject, togotKbr "with 60 major 
points of consideration and suggestions for Interviewers* 
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desirable# Hero, it nay noat profitably bo used to de- 
tonalno loads 4 md gain eccoas to nore objoctivo data* 

Tho Intorviow nay bo a useful tool with relation to 
psychopatholo^ : 

Tho officer will not be called upon* of 
courae, to diagnoso or treat any extronely deviant 
behavior# But ho should bo )^le to rocognico ab- 
nomal behavior wh<m it occurs in his unit# Sinco 
the ebnomol Is alnoot always norely an ontreno 
form of the nomal* tho study of everyday behavior 
should aid in recognising tlie serious doperturos 
fron tho nomal# 

To understand and control hunan behavior* 
either nomal or abnormal, w© need to deal with it 
on th© level of causal dynciiaioa rather than in 
toms of superficial caanon ooneo#^ 

The intervlow is a valuable teclmique for studying 

himan nature a® it nay be directed to tho discovery of what 

Ilec behind behavior# 

As the interview to detomln© facts is only loosely 
cbnnocted to the topic of this thesis, this subject will not 
be developed beyond the above corassents# Heferonce was nado 
to an outstanding v?ork in this field# Tho Inportanc© to 
morale of accurato fact-finding and investigating, as in 
rais conduct reports end charges of nogloct of duty, la, 
novortholoas, groat, and not to bo undorooti»ated by reason 
of tho brevity of this section# 



2# Intot*viowlng to Detemino Attitudes 



^U*S, ^aval Acaderay, Haval Leadership, (Annapolis: tJ*S# 
naval Institute, 1949), p#“’7CTrT*^ 
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Cliaptoi* III contrJMstod tho us© of attitude studies 
In indufftiy and in the naval aorvlco. In the Kavy, the 
poll has never been appi*ociaJ>ly uood, oithox’ to directly 
detenalne action or to cieasuro norale* Thus a study of 
tho personal Intojrvlew, as used to throw llglit on at- 
titudes > to noacuro then, and to alter then, r.ay prove of 
value to the fleet* 

Personal interviews liave been used in industry to ac- 
corspliah the threefold purpoao of supplylnc nonagesnent with 
information regarding conditiono and attlt^idos, rolcaslng 
tho will to work arsons ®sployeoo and supervisors inter- 
viewed, and building up o supply of valuable case natorial 
to be brought to tho attention of superviaora and enrecu- 
tlvea*^ 

As a noons of achieving insight, interviewing 
is on essential device for* diagnosing oi'ganlsa- 
tional stability • • * *” 

Similar benofito nay be obtained by tho shipboa3?d ad- 
nlnlotrator, without lessoning tJic prostlgo of military 
connand or risking accusation of conducting a ” popularity 
poll", an obotaclo to tho use of attitude surveys* Bene- 
fits of intolligont interviewing could accrue to all con- 

^Blnghfua and Koore, op* clt** ch* 9, •* Interviewing 
V?orkora about Steployer-Hfeployee Relationships*” 

^?nul Plgors and C.A* ^ors. Personnel Adx.iiniotration, 
(How York! SCcGrow-Hlll, 1947), p* 
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corned; it is unnocoasarj to docunont tho otctGmnt that 
failure to corsaiuiicnto easily leads to aiaundorstandSjas 
and conditions unfevoreble to good laorolo* It Us not an 
indication of leek of Icedershlp or failure to coerjerkt for 
one in a position of responsibility to consult witii sub- 
ordinates; this is rccctpilaod by tho creet majority of 
cilltary aclEilnlBtrators# However to Inci^oaoe the offoctlvo- 
ness of such cosssunications by the practice of proved Inter- 
view techniquea Is an objective, the accouiplishisont of which 
warrants study by those who interview* Hit-or-nlaa aothoda 
nay be replaced by those found to be roro aolentific. The 
teebjaiquea of tho Intor'/low need not bo saved for special 
or forjtjal occasions; they should be an integral part of 
day-to-day functions* The oklllod adnlniotrator will have 
rapi>ort with hlo subordinates developed In order that they 
will not woicy ”what did I do wrong now?" ovory tino they 
arc sujEnonod for a consultation* He will have tha:; accua- 
toaed to tho situation of tho interview in order that tho 
required oor3:sunioatlons cay be cade quickly and offcctivoly* 
This roQulrojsont of rapport, a hamonious rolattonship, 
could theoretically oxtond tiirough tho chain of cccar.and* It 
is not to be oKpeoted that all soaincn would fool at ease 
talking to an adalral faco-to-faoo, but, and again thoorotl- 
celly, ho should b© able to talk to him tliroucJi intormedlat® 
authorities* Human nature, however, insures tho odds that 
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oomewhoro alone co3munioation Kill bo brolcon* 

In diacuoaing ono rule of intorvlov/ine Industrial 
woricora, Hoothllabereor and Dickson wrltoJ 



Ilh© interviewer should do everything to help 
the workex’ feel at ©aso* There are mny difforont 
ways of acconplishlng tliia end. • « • The worker 
is likely to bo rosontftil of any display of auth.oi'- 
Ity, oi* of any indication of his social subordina- 
tion. Tho interviottor, therefore, should guard 
hluself against displaying authority in any of Its 
foms. He oliould not give any orders to tho intoi’- 
viewoe, and, of couroo, he should never violate any 
confidonco given to hla. Ho should also avoid tho 
noro subtle fonss of diaploylng authority, ouch as 
contradicting the worker, Intornipting liira, 
taking tl'jo role of tho teacliox', or treating his 
ideas ll(^tly.' 

Tho conductors of this resonrcli prograa found it necos- 
oary to obtain their intorviewora froia poroono not in the 
hierarchy of authority in oinier to achiovo tho rapport 
needed to reveal tho deoirod data, tho feelings of the 
workers# Hiereforo, the military chain of corrjnnd, pos- 
sibly nore so than tho industrial, duo to tho groat 
sigixlficonco placed on rank and authority, should not bo 
relied upon for a froo flow of cnprooclons of feolings and 
attitudes# Hunan proclivity to respect rank, one’s a;^>- 
prehension of authority, prevents it# 

This being the case, that a rooponalblo adninlotrator 
nay not roly upon his innodicto aubordlnatoo to relay tho 



^F#J# Roothlisborgar and W#J# Dickson, Ponogenont end 
the ^Torkor # (Outnbridge: Harvard Univoroit;^'' , p* 

SSy# ' ' vTork is an account of a personnel reseorch progren 
conducted by the Wootorn Bloctric Company, Hawthorno ?Torks* 
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Qontiracnto of thoao below, how Is ho to obtcin a picture 
of what they are thinking? Several possibllitloo present 
thoKselves. Arbitrarily dlccarding the attitude curvoy 
technique as being non grata in contemporary nllltary 
circles, thoce pocslbllltloo Involve the planned Inter- 
view* 

First, to parallel the Hawthomo method, t mined 
intervloworc fmn without the coesnand, having no nil.it ary 
authority and ldontlfylJ'*S ^*0 individual, could bo esaployod* 
This would, in the opinion of tho writer, bo a hard pro- 
gram to soil individual commanding officers, responsible 
of floors who ci*c by training jealous of their prorogativos 
end position, and officers without vdiose support the pro- 
gram, could hardly succeod* 

Second, some officers have personalities such that it 
Ic easy for them individually and suoceoofully to contact 
members of tholr command at all levels in tho chain* They 
are dependent on no ono for moasuros of morale; they are 
also fow in number* 

Hiird, tho training of all officers could include 
study of intorviowing techniques and auxjcrvised practice to 
develop tho ability to establish rapport that all do not 
inherently possess* Such a program, if successful, could 
establish tho choin of command as the comnunlcation lino of 
foollngo upward as well as the line that distributes orders 
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downvmrd* 

The following conclusiono of tho Gocretcry of Wcr»a 
Board on Gfflccr-Enllstod fr'en’* Holationohlpa, hoadod by 
General Doolittle, which held hearings in tho spring of 
1916, represent a conoidorablo departure from traditional 
Kllitery thought but oro oonoldorod cppropriuto to this 
diBcuacion on cossi^iunication# 

'Tho caueee of poor roXationchlpo beticrocn 
cocsnisoloned offlcero and onliatod poraonnol are 
traceable, in general, to two nain factora: 

a« Undeniably poor leodorahlp on the piirt 
of a small percontego of thouo in positions of 
rospons ibility j 

b* A system tiiat porsdta ond encouragoo a 
wide official and social gap between comiocioned 
officers and onliotod porconnol*® 

Tho gap botwoon eonlor and subordinate, tho dlstenca 
across which It is necesscry to connunlcato, con bo nar- 
x’owed by better techniques of communication# It ic ob«* 
vlous tliat official rank, honco gap, is neccscary in a 
military organisation juet as it is in businoco or else- 
where. And no culture is without its groups, hence gaps. 
Abuseo should be corrected, however, and to this end tho 
Doolittle Board recommended (in pai’t): 

Uiat, in addition to tho training in tech- 
nical subjects, each (officer) candidate • • • 
receive much more comprelhenslve instruction in 
command responsibilltiei, personnel nonager.tont. 



^Quoted in Besnuol A. Stouffer, ot al, Tho Anorlcen 
Boldier. Vol, TI: Combat and Its Af Tr'r^^ : 
Princeton University Press, 194^')', p* oW. 
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and haTian relatlcna#^ 

Thlo third posalblo nothod for kooplns rcsponaiblo 
officorn Informed on Tsattoro of ottltud® mid feolings— 
noralo— io held to bo tho root cound. As a Killtarj' unit 
or organisation, n naval vesool la solf-oufficiont aa far 
aa possible, Thcroforo it is not tonablo to rely on out- 
aide experts to Investigate and report findinga of thoir 
interviewc. And that too few of fleers con, without ts’ain- 
lug, oBtablish effectivo contact and ccKinunicato with 
their oubordlnatoo le aupportod by tho ^^oolittlo Posrd 
findings, 

Training of all officers in hui:ian roletiono is a 
desirable goal, but until such tine as it la acccaapliahcd, 
hit~or~rdos techniques will continue to prevail. 

While it is not tho purpose of this chapter to tell 
how to interview or to analyse tho todiniques, the fol- 
lowing considorations are hold to bo pertinent? 

In the interview I uac a nunbor of a topic 
rules or ideas, I listen, I do not interrupt, 

I refrain fror* isalcing moral judgments about tdio 
opinions exprossod, I do not express ny own 
opinions, beliefs, or sont3x’.cnts, J avoid 
argunent at all costs, I do this by seeing to 
it that tlie sponlicor’o sentiments dc net react 
on ny own,^® 

And: 

^Ibld,, p, 530. 

^%oothlisborgcr and Dickson, op, olt,» pp, 92-90. 
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Per»onal interviewing in not only tho task 
of the personnel specialist but of everyone with 
suixjrviaory and oxocutive rosponsibility* nightly 
done • • • it forestalls irritations, disansa 
hostility, nnkes friends, and releases Wie v/ill to 
work. 

Tho person who does the Intorviewlnr: loarns 
nuch about husen nature . . • • The exx>orlonce 
of Intervlewlnc thus constitutes a valuable 
feature for the training,^ of suporvlsors and 
prospective auporvlaorsP-- 



Also : 



The fact that is usually raises no re questions 
than it onnwero ia not ^lolly to the discredit of 
the interviow.12 



^^Bin^liajii and lioore, op# cit.. p, 160. 
3> glbid., p. 14G. 
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CHAPTER VII 



COmiBKLlViO 



Counaelinc attoKpts to bring about a conctructivo 
ohangc of attitudes on the part of tho counsoleo through 
individual, faoe-to-faco contacta* This ontonaion of the 
Intorviow process deals with individuals rrho are nal- 
od justed, perplexed, felling, delinquent, fjid the like. 

Its aim la to help these individuals leave tholr inter- 
viowa aome’arhat bettor adjusted to thoir problorji aiid 
facing realities of lifo more constructively 

Tho pluvious chapter pointed out the real need for a 
program aimed at training administrators in tho naval ser- 
vice to develop competency in intorvioiFinG, Dy oxtondlng 
this competency, some could become proficient In the field 
of counseling. Aboard ship, as elsewhere, effective coun- 
seling can contribute to group moralo by helping better tho 
adjustment of individuals, honco their behavior. As coun- 
seling is not conducted on a group basis, and as the pro- 
cess is a tlme-consuElng one, its application would of 

^Carl R, Rogers, Counsoling and Psychotherapy , (Boston: 
Houghton-Kifflln, 1042), Ch, I, " 
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necessity bo Halted, In this respect, consideration nay 
well be given to troataent of the nor© Influent id persons 
who find thensolvos out of stop witli tho organisation. By 
helping then to regain a woll-adjuated position, tho aoralo 
of the group may bo improved. 

Although most of tho statements made about 
, • « counseling apply with equal force to any 
military organization, whether in training or in 
combat, there has been very little use of a 
counseling approach in the vast war program 
which has been inaugurated In this country, 

Tlie failure to use such a tool is due in part, 
no doubt, to the usual cultural lag in trans- 
lating now discoveries into effective working 
programs. It may also bo caused in part by tho 
tendency of the military mind to think in torme 
of a mass, rathor then an Individualised, approach. 
Yet there are many reasons to suppose that our 
growing knowledge of psychotherapy could bo ef- 
fectively used in tho military program,* 

Coimsoling has boon used at naval shore ostablish- 

monts such as the Training Centers where recruits are 

helped to adjust to authority, new social groupings, and 

an uncortaln future. It IS used in tho training of many 

military spocialtles, such as flying, diving, submarine 

service, and tho like, /nd it is used, finally, in the 

readjustment of psychological cnsualtloo. But during tho 

groat majority of tho time on individual is in tho service, 

between his entrance and his exit, unless he is given 

training for extra-hazardous duty or sent to a hospital. 



^Ibid,. p. 9. 
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ho has littlo If arty opportimity for rocolvlnG sciontlflc 
caunsellns. 

In the holier that a couneoling program is valuable 
and worthwhllo In tho day-to-day life aboard ahip> this 
chapter will aunK^arlro tho old and the i^ow viewpoints in 
counseling, tho work that has been done in other forma of 
administration. Industrial and goverjvsent, a:id tho beno- 
flta that havo resulted. 

ly The Old Viewpoint a in Counseling ^ 

Almost overyono who was over placed in a position 
where advice was sought will recognize tho continuing use 
of many of the old techniques and approaches presented in 
this section* Tney asstaao that the counselor is in a 
position of competency sucli that ho is able to judge what 
tho individual seeking help should do* Ono of tho oldest 
is that of ordering and forbidding; this technique has 
been laid aside in modern psychotherapy, not boccuso of 
its lack of humanitarian feeling, but because it hoc 
proved ineffective: it docs not basically alter human be- 
havior. 

A Gpoond xpr>roach, now in disrepute, is that of ex- 
hortation; an Individual was worked up to a point where 



^Ibld . . Ch. II, passim . 
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ho would pronlso to achieve sono worthwhile goal and would 
thuo oupposedly bind hinaelT with hio good intontiona* TJio 
nost oojonon sequel to this toohnlquo is a relapse ; no real 
change la made* 

A tliird approecli is tho us© of ouggeatlon. In tho conso 
of reassurance and cncouragoraont , in tho hop© that tho noti- 
vation of tho indi’v'ldual will h© strongthoned, 2ut telling 
a counsoloe that ho is getting hotter tondc to dony the 
problon whicli enlists, as well as tho foollngs of tho indi- 
vidual toward his probl<Ki« 

»?hilo these older methods aro of historical interest 
to tho trained counselor, they aro in current uoo today by 
tho well-meaning but uninformed person who may attempt to 
alter behavior or attitudes through the modiun of coun- 
seling* Also in uso aro the techniques of giving advice 
and Intellectual Interprotatlon* 

Iho practice of giving advico has two major weak- 
nesses* ?h 0 individual who has a good deal of indopondonco 
tends to reject suggestions In order to retain his own in- 
tegrity* And, on tho other hand, the poi’scn v^ho has little 
indopondonco , who leans on others for decisions, is driven 
deeper into his dopondonoy* 

Intellectual interpretation relies on on explanation 
of the basic reasons for an individual’s behavior to him, 
assuming that ouch explanation would result in changed at- 
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tltudo# and behavior* It overlooko the fact tloat v/hllo 
tho counselor’s intarpretation in a case may bo nuito 
correct, that does not malco It any none acceptable to the 
individual concerned, 6uch explanation ha« value only to 
tho extent that it is accopted and asoinllated by tho 
oounsoleoj hio behavior is not chanced very offoctivoly 
simply by Giving hln an intellectual picture of its pat- 
terning* 

2* A how Approach to Counaolinc 

A nowor psychotherapy has been described by Kogero 
and includes numerous raxsi float Ions, many of which are 
largely in a state of experiment and many of which are not 
considered to bo apx>roprlato to adaptation to shipboai’d 
uco by non-nodlcal pornonnol* ^/Ithout quite extonnivo 
training, beyond that x>osolble to give a non-speclallot, 
many phases of this now therapy are out of tho question* 

Tho basic charactoristlco of It, however, ore of interest 
and warroJit furthor study on part of those who counsel* It 
la granted that shipboard ndmlnlstratcra who arc placed In 
positions where counsol la aought should operate on a lov’ol 
coETconaurate with their training and experience, and they 
should not asauae qualifications not lie Id* A knowledge of 
tho basic concepts of this now approach to counseling, 
however, cannot but help avoid many nlcccncoptions on tho 
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Bubjoct, CiieconcGptiono that arc ciu'vcntly widosprcc:! in 
the fleet where '^c^vinc advlco" is a reedy solution to 
anyone ’b problcKS, 

?he baolc hypothesis, upon wlilch P.OGcro bases hlo 
cllent-contered work. Is brlofly put as follows: 

Effective counsollns consists of a definitely 
structured, pers’.isaivo rolctionshlp which cllowa 
the client to gain txn undorstanding of hlnself to 
a degree which onabloa him to take posit Ivo atop* 

In tho light of his new oriontation#^ 

This approach relies heavily on the individual drive 
toward odjuatsjont, 'Therapy horo is not a matter of doing 
sorno thing to on individual, or of inducing him to do scmc- 
thlng about himself, as it ic a matter of freeing Iriit'. for 
noimial dovolojnont and of rc:”50ving obstacles to thlc de- 
velopmont, Tliis approach places greater stress on the 
( 3 r.:otionRl aspect s than upon tho intellectual aspects of 
the situation, ’This recognises tliat moot- caladjustmentn 
are not folluros in knowing; tho thief Imows it is wrong 
and inadvisable to steal, but ho froquontly continuos to 
do so bocauao of tho emotional satisfaction such acts pro- 
vide, further, thi* now approecii places greater stress on 
the icanodiato situation than on tho individual’s past; 
Rogers fools that slgnifiomit emotional patterns show up 
as well in present adjustment as in pact liistoiy, A finol • 



^Ibid,, p. 18 , 
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characteristic of this new approach is that the intoi*viow 
itooir# the relationship with tho couneelor, is a growth 
experience in itself; other appi-oadios expect tho indi- 
vidual to grow and chani;© and rjako bettor dcclsionc after 
the interview la over* 

Tills Qounaolirc relation in which tii© counselor doea 
not decide^ direct, or advico, hut rather helps the indi- 
vidual think and decide for hiasolf, roquiroa a total lack 
of cooroion. The adaptability of this Kethod, to chipboard 
UBO is questioned* For if tho counselor should not raalre 
the decisions for the couneoloo, it is equally true that 
aor.oono mst do bo if the Individual is not able, intel- 
lootually and onotlonally, to think for hlriaolf* Such is 
cho caoo with neny, both in and out of tho scirvlco; tho 
tine required to brln^ such cases up to pc.x' by strictly 
non-direolive nothods v/ould appear to be prohibitive. 

The /ii^y found tlmt if tho civilian worker’s problon 
concernod his Job primarily and ho noedod cone facts to 
clarify hia thinking# it was well to lot him *’sourtd off” 
his opinions for two reasons; ’’First, it lets the super- 
visor lonow how tho a^nployee fools about tho situation, 
which ie very Important * • , * Cccor.u, it clears tho air 
so that tho oaployoe can accept any objective infoirrua- 

n 

Ibid * Those nain characteristics arc abstracted 
Iron cETTr* 
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tlon • • • without the raontal rosistanoe caused by cji- 
expi’ccscd foolincs about the natter#'’^ 

^lio my bo practicable in civilian practice, but is 
hcavUy odoptablo to the fnilitary*— the procosc of '’sounding 
off" ie» too prone to lead to a report of in3uboi»dination. 
Further: 

If tlio counselor posaocs fomal authority, it 
would tend to weaken tho eui>ervlsor~onployoG 
rolntlonehip bocausp it would inovltably tol:o 
from tho auporvlsor socie of his rosponsibllitieo 
in dealing with people. In tho last analysis 
tho suporvleor is and nust be j;c»P02^3iblo for 
tho handling of his oiaployoes*' 

This, to repeat, dooa not jirecludo the value to shii)« 
board counoolors of iXiOwledge of tho principleo of this 
todmiquo, 

Cronbacii writes: 

Tho cllent-contered point of viow i> 2 -‘’C'Posod 
by Rogoro has been a controversial topic, but 
most counsolora have found his ougijostions ac- 
coptable and deslrablo at least in part. 

Hoot counselors cosiproriiso v^-lth the non- 
directive approach to «or.o degree because of 
edninistrative conditions oi* other roasor^i. 

Even whoro tho approach is not purely nen- 
dlrootivo, orapZiaclsing tho client's rosponci- 
bility is a helpful technique. 

• • • it should not bo assuzsod that pro- 
scriptive mthods ere obsolete. Thoy are widely 



^Cchuylor llaslott, TIio Supervisor* a Job in niu^.;an Rola- 
tions , (Kansas City QuarteraasYor^Dej^^^^ : Arny Services 
lorces, 194G), p* 15. 

"^^.ar Dopartnent, I-y^ployoo HoIgtlQua crfiaor's fuide . 
Effeotlvo Utilisation or 'fe’Spowor ' "feerid's ' I'anu'al' 'Mo." 'IS", 
(Deconber, If 45), Cection IV, p. 5. 
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u3od vivXeT clrcuastoncos* Sonjo coim- 

oelorij prefer then# 

Proscripbivo coi\na©lor3 usually organise 
their work to obtain as wide a vurioty of in- 
fomation about tiio client as poooiblo, nakin." 
a wiao interpretation, and bring the client 
to br.30 his action on this inroi’r.iation. ?hilo 
they rospect the right of the client to choose 
botwoen alternatives of rscrit and do not force 
oven a wise course of action ux>on hin, thjslr 
onphoeis Is on kooplng the client fron naking 
orx’ors » 



*111030 coKinontc havo r.u;ch to rocoruscikl thws to naval 
personnel in counseling positions, 

/n outgrowth of tho rocGcrch done at tho Itawthom© 
Works, counseling is on Isiportant j^ioso of hunon relations. 
Its slgnificonco van highllglited by World .ior I"; in 1,945 
thoro were oetinatod to bo about 550 counsoling positions 
in tho Federal dopartncntal eorvico, coi^^prising about 
200,000 onployoco,® Tm toebniquoo aro not fii^iod, and 
uucli research is noodod to perfect them, Roothlisborger 
and Dickson rocognlsod that porsonnol counnoling is not a 
curo-all and that it "io still an oicperluont and is not re- 
garded as a panacea for all csaployo© relations problons,”^^ 



^Lco J, Cronbach, Esgentials of Parchologlcal Testing , 
(How York: Harper i: Ero'tlh'ors, l'9'4‘9’), ch, IG, 'tJso' oT 

Teat Roaults in Counseling” , 

^Heportod in Y.Y, T'-onher, J,D, Kingsley, and C 
Stahl, Public Peraonnol Adniniatraticn , (3r^ ed»j How York: 
Harper & Brbtliero'i’ To’bW,"' i?"* ' 

Rocthlisborgor and Dickecn, ! unagonont and 

tho Worker , (Onnbridgo: Harvard University Pres¥, i’£f4d')",~ 
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Uio work of Hogoro and othero In the field of coi*.n~ 
sollni;; cannot, obvlouoly, b« I'educad, her© or ©iGcwlioro, 
to a handy serieo of ruloc or r;iaxlxic, Concentratod work, 
study, and practlco aro noedod to coriprohend r.ucli of whnt 
is I'cad* In tho of tho noods of ohipfcoard adininlo- 

trators in tl>3 aroas of Intorviowing and Gouncolin(;, r:uch 
could be dono to x^roseut tl;c work of lo&wierc in th.ooo 
fields to tho 302 ’vico In a fom that could bo put to prac- 
tical use* 
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OllAPTm VIII 



SVALUATIC!; OP PFitFOniiAtCCS 

Th0 fiidnlialstrative action of evaluating porforr;ance 
of subordlnotoa Is ccKuntm to Industrial, rallitnry, 
govornmeatal, practically all organiaafciona of my at>- 
preciablo also, SuoJi dotomination of the value of an 
individual, having to do with how a job is done, as op- 
posed to the job ratitig which has to do with tfliat a job 
consists of, can bo offectivo in promoting a healthy state 
of noralo, aa woli as aocomplishlng other objectives* 

Hies# objectives of personnel rating nuat bo adapted to the 
ends desired of tiio ovaluation progrnn; they will bo dis- 
cussed in a section of thds chapter. Purtlior, tcclmiquefl 
in use and in the research stage of dcvoloprsent , both 
military and non-military, will bo surveyed and contrasted. 
Finally, a sootion will be devoted to aspects significant 
to the evaluation of naval perfionnel aboard ship. 

Problems of personnel rating oi^e of long standing and 
great compleiKity. ITudi literatui'c has accu:aulatod on the 
GVibject, and considerable roooarch Is being conducted to 
devolop better techniques, HiIb cCiapter will bo especially 
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concomcd witii evaluation as it affocts noj*alo. 



1* Ob^eotivca of Fcrupnnel gvalufetlon 



A proijran of ovaluatlni: iryiivldual parfonjanco, like 
other parsonnol tools, io not &n end in itaolf, In not to 
be oxpoctocl to function at a hich lovol if not Intorrated 
with other tools, and lauot be doait^nod mid aclr'lnistercd 
with the resulifi! that ai*c dosli’ed in '"Iio :':ain reason 

for ito beinj is to Incueaso the ©conoinv and effect Iveiiosc 
with which an orijanlsation porforaa Its functions, llie 
ojieoiric objectives wlilch ciay be accorapllulied by tho 
evaluation of inlivldunl pcrfon iuice nay bo cone iderbd ’under 
four* headinya*” 



Pii'st, to clovolop standards of satisfactory- porfoi^ 
...anc©— delineating^ the quantity and qualitx* of work that is 
adequate for the Intei'osts of Uie oi'^anization. 

Second, to itai>rovo cr.plo-yee pcrfominjice by identifying; 
and nensuring strong and iToak iJOintc of individual perfor- 
amnoo, recording objectively those ovalualicns, giving on- 
couragenont to ©nployees In tholr work, and giving con- 
structive counsel concerning ijviividual shortconings • 

Hiii^d, to refine faid validate ptirsonncl techniques — to 
cdiock quallfioalion roquir<!a;iont'S, plaocKnont, cxaivinations^ 



^Theso headings are nodlf lent Iona of those set forth 
by C.G, St dll, ’’Overhauling Fedoral Efficiency Rat Inga,” 
Peracnnel Adissiniatratlon . Soptesibor, 1943, p* 12, 
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tr«lnincj edjustncnt and progrojsa. 

Fourth, to objectify end jufitify the application of 
poroonnol policies — in ooloction for acivanconont, tranofor, 
wace or salary increase, on! atlior reoornltion of miporlor 
or inforior scrvico* 



So3C of thoco basic objectives, and Uiolr Kcdiflcationa, 
arc etreased raoro then others, v*/iloh. r.ay or- r;ay not be cons- 
pletely ijpiored, by varying or£;anisat;-on3 depending on the 
endc to bo achieved. Tor exanplo, in industry a r.oat inpor- 
tant policy question in promotion is the relative oignlfi- 
canoe of seniority and obllity. Demands of unions for pro- 
motion by strict seniority cto be met by r.cnr.g^^nont only by 
insisting that ability be conaidtsrred the most liaportunt fac- 
tor and then by ue:»on3t rating the fclrnosa end objectivity 
of this policy by selecting for promotion those employees! , 



who, on the basis of perfornsneo records and ornployeo 
rating, arc clearly su:jerlor to their folios/ «snaployoes,^ 
here, tiie porforKionco evaluatlcii program would bo deveXopod 
with the nain objective being the justification of a com- 
pany premotion policy; a proven on© that rccognir.oe that 
ability and not eoniority ahould dctci’clna pi'omotion* /in- 
other objoctivo etrossod in t’lis ©xai,.plo could 'S'Cll be the 
XKsriodic diacusoion with an individual of his ratiiv^^J If 



'Paul 



(Kow Yorks 



Piroro and C,A# J-'ycrc, Porsonnol Adirdniatration, 
kcGraw-Hlll, 1947), p, TT^ ~~ 
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ho ia not aoloctod for ad\^ancor.icnt, ho rill laio*/ whj, and 
hifl will to v 9 ork stands loss ohanoo of "holnc clestroyed by 
hio thinking: iio passed over in favor of anothor on- 
ployoo with wore "puli'** On the other liajid, tho objective 
of developing standards of satlefaotory porforr.mnco my bo 
neglected entirely by industry in tho face of a ti3ht 
lebor narket* 

In tho Federal Civil Gorvico, howovor, the onphasls is 
on the first two najox' objootivoa outllne<i above* 1110 
Hoover Comiosion h&a even urged "ability and oervioo 

records" should bo used only for nuporvlsor-canployco con- 
foronco, with a view to developing onoloyoo |)orf orwance , 
and not to govern salary incroasoo, layoff 0, or dis- 
cslssals.® 

In the Havy today, it is tho opinion of the writer 
( 1 ) that tho grostest onphasis is on perfci'r.anco evaluation 
that tends to objectify selection for fuz’ther oduoallon or 
training, advfincoaent, and transfer to billets requiring 
specific abilities, and ( 2 ) that tho objective of improving 
i:^dlviducl pcrfornance la not aufficiontly strossod* llils 
will bo diocussed in following pagoe* 

Thuo tho objectives of a program of evaluation nay be 
altcrocl and tailored to suit tho noods of an organisation, 

^Coisr.lsGion on Crganlsatlon of tho Executive Branch of 
The Govominont, Pereormol Fan&p,e:cent : A Heport to tho 
Congress, {Wnshlhgtbh,' ) V "p* "SS* ' 
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asid the rcsultis destirod luusfc be doterr-iinod prior to setting 
up a proernrj if it io to bo of value* 



g* Techniquea of Evuluatlnf; Perfomnneo 



Any procooc of estination involves tho sub joctivoncoB 
of the porronullty of Uio cotitmtor, txnCi tlie r^icultlnc 
evaluation baoosaos ovan less objective when another per- 
Eonality* ilmt of the individual beinj; Juu^^ol, onlors tho 
picture* Tlius^ in order to discount tho ofreet of this 
second perocnality, xjroduction records ssay be nado the 
basis of x^oi’foi’nance evaluation in tho case of wor'.: of a 
higlily repotitivo oi' routine nature* Tnio insfchcd is often 



found in industry* end it is readily adapted to dctcrnl- 

nation of ija^ec* ao hi piecework payment syatona, Livon 

♦ 

here it is only one basis of Jud^jin^ an a'lploycc, as por- 
sonality factors ai*o i*::x>rtant in oven routine Jobs* In 
selection for prozaotion, for oiar.ple* the best worker is 
not nocessarily tho best foreman mterlal# Movertlieleso, 



production la <.no basis of evsl.uabion of individual per- 
formonco, and one that tends fcotrard creator objectivity* 
Its use is not seen as r.ucb in tlio Fodoral Civil Torvice 
as in industry. This lo In part duo to the failure to 



onplmaiso production in /xovernrriCnt nervlco and in pai't to 
the fact that jKost ijovermenial unite deal in services*^ 



%*S* Kosher, J*^> Kinxxsley, and 0*G. Ctahl, Public 
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If production records arc avalljiolo 
t:ooir uoo nay sirspllfy the ovaluati 



or coil he developed, 
o>n problon In oiiy type 



of or 



orGuriaa' 



Ion 



♦ 



TiiO principle o’r.ould he that 

objective noasui’enents are cAtporior in 
oveiy v/sy to judp::orvts, and, t’.iorofore, that 
wherever the v/ork londa iteelT to unit 
noasuror.ento it should bo i-’oorjanizod uith 
that end in view,'^ 



Cno noUiod of Ecasurenent that do adj^-ilar to tho uoo 



of production records is ths uao of periodic teats. For 
Qxamplo, a typing test given a stenograplior could rofloct 
proficiency. Production rocerdo, covei'ing a longer period 
of tiiso, would, howcx'or, givo a nore accursto evaluation 
of the mployco, 

Production records do not lend thOEOolves as a basis 
of eveluating shipboard personnel, :io job is oufriciontly 
routine or repetitive, and the dual nature of naval oer- 
vicc—*(l) duties of specialty, and (2) gonoral military 
duties that every individual in tho Favy le required to 
perfora^ — preclude this typo of perforEanoo Eoasuronont , 
Tiierefore the probioE resolves itsolf Into ono of dovloing 
ft valid Eothod of subjective oatlcsatlon, 

A wide variety of ochcEos have been devolopod and ox- 



Personnel Adrr.lnls trat ion . (3rd ed,; l!ow ITorkj 
'f»rot:Kers , , p , « 

‘^Loc. cit. 
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perinontod cltla* 

Ed2T.ee lO^C, authority has been f;i*antcd individual 
Tedcral a^oncioo to nahe up spcoial lists 02 ' olenents foi’ 
each class oT dy nalrirt;^ objoctivo the elements 

incoi'peratod iu those rating foi'ns, nuch cori bo dojic to 
aaho tlio roports aeanlngful, Tlio abstx*actness or such 
things as loadorchip 02 * coux'sge or initiative aakes Judg- 
aonto difficult and, fuz’thoz*, nahos it hciti for judgoo to 
agi’oo, fating on ability to perfora on ljiipoi*t£int phase 
of a job say be r.oro readily undorstandoblo than rating 
on on onbiguous trait. 



It is aig!iificant • ♦ * that the I'oove-i» 
docznlftslon adds Its volco to nany othoro who 
have docried continuatien oi‘ tiia px’escr.t 
systoM# Wo have roferrod to current pro- 
posals to provido a ahr.pXo report of ''out- 
standing,” ”oatisractoi*y,” or "unsatisfac- 
toi'y’' z.-oct the 2'oquirc3::.cnts cf ctaff reduc- 
tions and periodic pay Incroaaos within grade* 

Cucli a plan vrill be Bterilc, of course, unices 
sono method of porfoi*nanco-it€« anolycic, as now 
permitted luidor Uio lederal ays tom, but wiUiout 
sumciai^ adjoctivo ratings, con be used as the 
ban is fox* euper;\’’ico 2 '-cr.iployec dicci'.SGion and 
understemdlng— which is the primary objective 
and use of iTorforripico evaluation urged by the 
Hoover Coamioolon*' 

Mslclng the report noaningful, however, does not con- 
stitute sn end in itself} it should bo made neanlngful to 
the individual being evaluated as well as to tho cupor- 



^Ibld*. p* S35. 
* ^Ibid., p, 304* 
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visor raid taor.o cibovo hlin# C'ntvnd'ns tha olo-'xnts on a 
report of efriclancv d« a atop tov/rir-d ^'^ro praj.;i’oo-' 
sivo prnctlooa, Ao tho Task Torco Hoport 

It has boon obacrvcd that tv;o Inport ant 
uaoo of cfficloncy ratiniio era not facilltatod 
b 7 tho roderr.1 proc&duror 

1, Ii:iplo 7 co devolpixsont.— A voit" offoctiv© 
use or t^'.Q worlt rating In private o«.'plo 7 -*ent is 
tho periodic rovlov? botwoen supox’vlscr and oub- 
orilaato of the weeUnosses •s'hich the criplojoo 
should neck to over cone* Guoh roviot? io uaually 
e highly porooiie.1, confidential relationship be- 
tween tho supervisor and the aaployoo* In tho 
Federal ays tors higher revievs.'* and appeals, to- 
t'.other with penalty act Iona, asllltate against 
this use. 

2* ihiployeo growth potential. — Hio Todoral 
ofriclcncy rating is on ovaluation of porfomanoe 
during a past period. It doos not atto;t:pt to 
evaluate oaployeo growth or to project the poten- 
tial growth of tho cnployc^ towaid higher posi- 
tions in tho organisation,^'- 

Plane that would act to isoderniso tho Tcderal syatea 
include legislation recorano’isiied to the Congress by tho U*S, 
Civil Corvico CoKnission 



porta i.ninc 



abolish 



to ratings whidi would: (1) 
tho unirorr:: syntax; (2) pciv.iit each doparti.sent 
to establish its own pltux suited to its needs j 
(S), perralt tho dropping of “siuxnary” ratings; 



(4) diaongago ratingc frora persormol actions, 
such os anlary incroasea, staff reductions, and 
the like; and (G) ellnlnate the oivaborsow-.o ap- 
peal raachlnory now proscribed for the rating 
systen, substituting opportunity for "or.o in- 
pai’fci&l roviow” within the dopartrxonts . Favor- 
aJjlo action on these far-aightod recojs^uenclntlons 
will meet practically all the advern© crlticisr. 



that has been Igvolou lux recent yoarn at tho 
Federal systoai,^ 



t’P, Cxt , a p. Cm, 

^L'osher, Kingsley, and Stahl, op, oit,, pp, 304-5. 
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Additional techniques developed for t>ie ©valuation of 
porfornancc liiclude tl'.o older wan-to-raan rating; scale, the 
ijrapMc and linear scales, lists In which clor:onts or state** 
cento pertinent to the Individual boini; rated arc cb*ocked. 



and weighted, ajid oiiicr veil -known ocherios 
tions that will not be described heroin* 



and tiioir varie- 
Cno *;or® recent 



devolop:iC2it, one that is the aubjoct of connidorablo current 
study and trial, is the roreed-choice Tornat that is applied 
to rating ocalcs os ’.veil as to aolT-roport teats* 

Hio forced-choice tcclniiquc applied to ratini; scales 
requireo the rator to judj;© betvmon two equally favorable 
or unfavorable adjoctives or statononta wMch nay or nay not 
lie on tt continuun* Ho is required to «niooao uetwoon con- 
ditions which nay not really be elternativos, botli of which 
nay concoivebly be inapplicable to Iiic own oxporience*^^ 



i.o aattor what halo or j_,enoi'oaity offocta cnior 
the Jud^jo'e thlnlclng, such a question forces hisa 
to consider the subject in regard to the cpecific 
trait in question* After deciding whether Jonos 
is r^ore ccln thoii cautious, ;r.oro frisnily than 
intelligent, rsoro creative than painstaking, and 
so on, tho judge hoc provided tho best pictui’o his 
Imowledge perraita of the characteristics of the 
nubjoct.il 

Sven a psychologically cc^iictlcatcd rater oiumot 



l^D.D* Stuitt, od*. Personnel HegeRrch and. ?eat Dovolop- 
nent in the S\ire&u of Havial' Torsonn'e'l ., (yrTnc'^b^^^ 'ipyinceton'" 
b^niversity 'Press," TS4*J')’, p* "1S5* 

ilLoe J* Cronbech, E ssontiale of Psy c hologica l Tenting , 
(How York! Hai’per 1 BrotEera, 19’4'S1'7 pV *~ ' 
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ofto:* tho most favorabl© onciror# viiicli 1b obtaiuod 

by staricloiv'iain^; tlio itcri on veil- and poor-norroinir.g 
cuboocte, oi?i vhlch nuct bo kCiJU ooci’ot by a sccrlni; con- 
tor* tTnis tochniquo, obvloualy, dooo not lend itself to 
the cvciluatioa viioio It In dooired tliat tho ratoe 

know hcrtr/ ho atandc and bo able to die cuss hie ability and 
proi^rosc with I’lis nuperior* 



5* Shlpboord tSvaluetion of Poroonncl Pcrfosy.anco 



Ono dictin£;ui»hir.^ foatuj'o of adniniotrat ion of nuval 
personnel is the distance botvoen tho oporatlns units and 
tlio cunti'cilini^ activity centers, Tore opcoificnlly, if a 
factory ox’ ars ejoncy head doairos to obtain Infor- 

mation ubcufc.an irsiividual. It ic a z’olatlvcly s±i..plc nat- 
ter, in mojit eases, of contactings the uan, his cupcrloi'’S, 
liuid/or hie aceociates* Liit tho Hurcau of h'aval ^ox'cormol, 
eontrollini; vast nianberc of corvicorr.on ell ovex’ the £lobo, 
mat roly on written rocorctc and reports; if it is dosii'od 
to Bolcot an officox' for a billet that x’cquiros, say, o>:- 
poricncc in eubiuorlncs aruT. an ability to speed: Tur’hislx, 
such iixforsiaticn is readily obtainod fvoaz puixchod-card 
x'ocoi'dc# Guclx qualities, Ixorevor, os oxtcoptioruxl loodor- 
chip 02’ tondonoios to carclccsnosa, have not been reduced 
to noanini;ful terns that nay be ontcx’od on ticclilno rocoxxls* 
Such subjective qualities ar© obtainod. 



1x1 iirtictlco, by 
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referring to the fitnese i*eport filon of the individuals 
under concldoraticn# Thus, whoro tho record r c.7 not bo 
coni'li’aod by i>or8oncl contact an inuivldual or cno 

Tt-ho knouo laira, tho hco^'ln^ of adcqualo records bococios of 
najor L>:;>ortoncc* 

The current T^avy of^lccrr. i itneas Ho^^ort requires the 
rater to consider each ofi icer seoiiratoly and to judgo bin 
as ho ic conpored with other oflicoro of th& omo ranir and 
si»iloi‘ duties, kcopinp. tho n.on:;ul distribution* 

On eacii of id slttr.onts the individual officer is placod in 
tho top lOjo, tha next 20,w, the laiddle 40 ^, bl'io next 20 %, 
or the bottom lOi^# Tho elet::onts include live concorninp; 
sea or advance base duty, throo cc4icornia*j initiative and 
responsibility, throe on understimdin^ and skill, fivo on 
loadorship, and three on conduct and lialjits of work* There 
are additional itoas dealinf^ with tho reporting offlcor’e 
feolinfj about having tho subject of the rerort under his 
ccsatjaiul mid about the ofricor’n fitness for presaotion* This 
report is conpletod by tho rstor without tho aid of tests 
that could help him appraise i>soplo* 

*diil® tho current form of the Kavy r itnoss Report 
wisely attempts to avoid mla jud0;iont by reninding the rater 
of the real population rathor than tho ideal potyulation and 
eagg eating that ho keep in luind tiie principle of noraal 
distribution, it ia corsBon Icno’srledge that anelysio of Report 
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filca rovoal a narked t cadency tovmx*d a skevyed dlctrdkation 
in t;hc direction of hl^:h ability and pcrforncnco, Tno de- 
sirability of this flkowod distribution is debatable* 

ilie problora of cioaicnins adequate report fo2*na ic cno 
that rocoivoo continuing attention. Cue type tried by the 
Ai’iny iuYoivod the forcod-dtoico fornat in an attcapt to (jot 
(jrcatcr objectivity in personality raiin^s, b;iilo this tech- 
nique has boon dropiX 5 d, at ioast for the present, it docs 
roxn^ccont a:i effort to inc2*easc t"ne validity' of officer fit- 



noas rcjjorta. .hilo the forced- choice rating* question or 
statenont nay be :-of Inod to the point that it actually 
noacuroa rhat it is intended to ncasiii’e, it haz an in>ioront 
defect as far os this study of noralo ic concerned: it offers 
no opportunity for the rater to laioxy noy; he Is a 

subordinate* Aside fiYon the fact tliat moot raters dislike 
this foatui'e^i they are unable to confer isrith tlieii'* cub- 
oz’dinateo x'oc.ardirq; th.o qualities which the foi’n ncasurco* 

Cno possible solution to this ixroblcr. io to have two 



scpcc'ato roxDorts, ono to bo used for official purposes and 
another to be used for private ovaluation of the rater with 
the rat 00. Such a solution is held to be untenable as ( 1 ) 
the two reports could cs-sily bo at vaidarice with each other, 
especially if the forcod-choico femat x,ovc used fox' of- 
ficial purposes, honco ( 2 ) iho evaluation fora used for x>er- 
sonal conference would lose its sl(;niricancc or iinpcrtnnco 
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in tho eyes both of the superior and the suhordinuto* 

The findings of tho Hoover Cornilcoion, referi'ed to in 
tho proviouc section, as well co tho earlier diocuscion on 
essential requirasonts of cood t^oralo— 'a’.:toni^ th«n **laiowin^j 
where ono atands'*->-oub5tantiftto tho otatOMcnt that any pro- 
posed oyster: of perooiinci evaluation should not sacrifice 
tho benefits to tho ouhordliratc of review of tlio I'oport 
with tho superior to the benefits of ^p’or/oor objectivity 
in report inr; to a central ar^noy, Tnla c tat orient luplioo 
that such review with tho poro on bcirq^ rated bo mado, and 
be nude cffoctlvoly# Tills will bo discucsed in the con- 
cluding chapter of thie thosio. 

I.'o ready solution to the problcan can bo riDdo; the IJavy 
Department is coxiductlnG extensive I'oooarch pro^rsma to 
achiovo nn ccccptcblo cyntcre of porconncl evaluation# llic 
needs of tho neval corvico cr« difforont frori: those of 
other orijanlsationa, althou^i riuch can be Icarnod uy study 
of acthodc uecd clscrhcrc# Cf irssodiato iriiiortfaico to the 
slulpbcard rator is the objectivity and fairnese with whlcli 
CKlotlnG feme aro ccmplototi* It io rurthex* held that 
oxocutlon of rating ferros can bo o:i effective factor cX- 
foctlr*s norale: by vice interpretation of tho aasi^^nod 
carkn, tho rctor may direct e. subordinate's perfo 2 v.:ancc 
into linos of so If- improvement* 
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CHAPTER IX 



C0HCLU3I0KS 



ThG Podoral fiovox*nraont, ao do r.oot public 
and privoto organi sat Ions, still suffers fros 
too nsany top administrators who know somo 
sub joot-mattor field or have a flair for pub- 
lic relations but Iiavo llttlo notion of their 
personnel rosponsibllitios (to say nothln£; of 
having little skill in tho field) as heads of 
large aggrogations of human porsonalltios th«it 
are supposed to bo working onthus las tic ally 
together in a common purpooo,3. 

It is held that this ’’flair for jxiblic relations" 
occurs too rarely to neglect formal training in porsonnel 
practices, end tlmt hit-or-miss trial-nnd-crror methods 
of handling people aro unsatisfactory. There is ample 
evidence that tho large sums spent in personnel I'eaoarcla, 
staff training, and personnel methods and services, by both 
private and public organisations, liavo been invested wisely, 
Many benefits, measured In tho ultimate increased econ- 
omy and effectiveness with which an ontorprlso is conducted, 
could well bo applied to naval activity. In time of mobil- 
isation, when manpower is a critical factor, such economy 



^W,E, Kosher, J,D, Kingsley, and 0,G. Gtalil, Public 
Porsonnel Administration, (3rd ed,, Row Yorks Harpor h 
m^'tK»ri>V 'ffi'Sb) , p. 46. 
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boconcs tt nccesolty* TlioreforG, the general, ovornll con- 
clusion roacliod In this thools la that the bonofita derived 
fron th© study of scientific poroonjiol nanati:eaGnt should bo 
extended In the naval service by ctroaslns training in p©r- 
Bonnel practices as \?oll as In technical subjects at all 
levels of corssand.^ 

l!oro specifically, it is concluded that tho following 
major areas offer great opportunity for tho rosponaible 
shipboard adtesiniotrator to take positive and constructive 
steps toward increasing tho morale of hlo organisotlon. It 
Is realized that at present tho average sorviceman is not 
qualified to operate ©ffoctlvoly In all these areas. These 
conclusions nay be thouglit of, theroforo, as roproeontlng 
suggested points of attack in an effort to reduce wasto of 
hunan effort by focuesing attention and training on then 
and by recognizing then as significant factors ai'focting 
noralo aboard ship, 

1, Training in l^^orale Sssontiala 

Since World War II, formal courses In naval leadership. 
Including a background in psychology, have been introduced 
at officer training activities. Unfortunately, however, the 

2 

It is realised that this broad conclusion Involves 
many considerations not within tho control of the shipboard 
adnlnistrator and outside tho problem as stated in Chapter I, 
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tnajority of offlcera holding tho rank of lieutenant or above 
have never been exposed to any soientific stud^r of poreonnol 
nanagor.ont* These officoro^ gonerally, are thooo that have 
•eon war-tl»e soK'ic© end ere in ir.oro rosponaiblo positlonc 
exercising control ovor lorgor nurabors of son, 

Hifit tlioro Id e greet need for training of rosponslbl© 
superior's in personnel duties has boon repeatedly i>olnted 
out by civilian and nilitery students of tho problem, Tiiat 
KSi^ military administrators ore ignorant of basic psycho- 
logical roqulr omenta that make possible a high morale is 
demonstrated by tho conclusions of Doolittle Board, the 
Bureau of llaval Personnel separatee ctudieo, and tho findings 
reported In Hao Merican Soldier serloa, among other roseercli 
projects. Contrasting military vrith civilian administration 
of personnel tonde to indlccto the forcior is lagging the 
latter as regards tho education of supervisors in psycholog- 
ical foundations, 

Bntll such timo aa fomsal training in personnel manage- 
ment is extended to cover larger niusboro of other than mid- 
shljnen and junior officers, tho naval officer afloat could 
do much to Inprov® the functioning of his organisation. By 
conducting classes stressing not a study of mexima, pro- 
verbs, and how cert^iln individuals aohiovod a measure of 
success in dealing with specific instances Involving the 
handling of men, but by stroaslns psychology as applied to 
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the nllltary nuch could bo done to describe human be- 
havior and strike close to the reasons behind why people 
do what they do. By practice and example an officer may 
cake the moral© requirements dlocussod in Chapter IV 
ffioanlngful to his subordinates in the chain of commend; 
"knowledge of objectives" le a nlce-BCundlng tons that 
looks good on paper but, like the other factors of fee ting 
morale, is of little value unless placed into actual use, 
ithen one can actually see that there jLs something in such 
toms, that they are not so much academic day-dreaming, 
then he is more ready to accept thm, The skilled ad- 
nlnisbrator can first demonstrate his knowledge of per- 
sonnel managomont in occonicnce with the best pcycholog- 
Ical principles, and next, having dovoloi>ed an 5*ntorcst«d 
acooptanc© of tlssse practices, conduct more or less formal 
training of hia subordinates in these areas. 

An expanding and continuing program of this type, 
guided and aided by the Ikircau of Kaval Personnel, could 
spread knowledge of psychological fundamentals tliroughout 
the fleet far faster than a program aitsod at institutional 
training of individuals ashore between changes in duty 
stations. 

The outstanding contribution to the training of in- 
dustrial supervisors during World ^ar II by the War Man- 
power Commission la of interest in this connection. Through 
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four ten-hour prograns, covering four oubject-nattor areas 
considered osoontial to all supervisors, a few qualified 
instructoro hold claasoa; the trainees bocnr.o instructors 
to other groups, and so on until 1,750,650 individual 
supervisors had boon siailarly instructed,^ 

A program planned along corjparablo lines could bo con- 
ducted aboard ship to the end that far noro Bervlceinen 
would have the benefit of a baclcground of psychological 
morale requirements in their cdninlotratlon of personnel * 

2, Shipboard Uso of Attitude Surveys 

There are many areas where uso of attitude surveys la 
prohibited to the military administrator. Matters of 
operations and the like cannot be decided by rank and file 
opinion, obviously; tactical decisions (and the reaponsl- 
bllity therefor) are assigned designated connanders trained 
in their area. However it is felt that there are places 
for the use of the attitude survey even thougli this tech- 
nique has not boon fully dovolopod or perfected. 

The first area in which it is concluded that the uso 
of an opinion poll is Justified la in the determination 
of Tiatters and policios pertaining to the welfare arid rc- 

^The Training? within Industry Report, (Washington: War 
Kanpower Commio'3ion,''’l(#^S), ’ This report contains a descrip- 
tion of the development, operation, and results of this pro- 
gram, The methods which it refined and developed have much 
of permanent value to commend them. 
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creation of the crew* Such use of tho survey is above 
possible reproach and will not bo developed in this thocis. 

A* welfare programs are designed prlaarlly for rsorale ef- 
fects, it is obvious that active participation in their 
activities will be enhanced by giving those affected a v'olco 
in their inception. 

A second area, and ono where the shipboard adriinistrator 
may find his actions open to question. Is the use of the at- 
titude survey to detomilne mattora of internal policy* In 
thla connocticn, it can only bo concluded that oach situation 
must be considered on its own norlt. If the responsible 
senior ie well-read In tho tocluaiquoc ho proposes to employ, 
and if ho thinks a aurvoy will provide the inforrsation ho 
seeks, ho may reasonably give it a try wltliout fear of loss 
of "prestige” or lessening his prorogetives as tho ono 
reaponslblo for the decision* 

Tho area of greatest Importeno® to this thesis is the 
use of tlie attitude survey to measure morale, not on the 
level of high comnand in Washington but on tho spot, aboard 
ship. This has not boon dono to any extent, possibly duo 
to lack of refinement of toohniquos as well as to other 
reasons montioned previously* An Interesting aspect of 
thiis problem is tho research being conducted on tho so-oalled 
"judgment tests", ^hll© ostensibly testing the judgnont of 
potty officers, they actually aro, by design, noasuring 
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noralo*^ Such e. test, when refined, could be easily 
adapted to use aboard ship. V^hllo not especially atraicht- 
forward, it appears to have norit, 

Hj,o conclusion recarding the use of tho attitude sur- 
vey to measure aorslo aboard ship Is simply this: Ths 

technique has been found of great value elsewhere, and tlio 
well-read administrator should not permit general service 
prejudice to prevent his giving It a chance to prove Its 
possibilities* 

3* Traininp; in Interviewing 

As discussed In Chapters VI and VII, the Intorvlw is 
a technique for cc«3r.unlcatlns* ?y observing proven prin- 
ciples (which were not presented due to their being beyond 
the scope of this thesis). It was soon that cocrnunlcatlon' 
can bo greatly facilitated* In light of the need for 
better suporlor-aubordlnato relatlcns mentioned several 
times herein, the obvious conclusion can be made that 
bettor rapport, conaKunicatlon of facts, ideas, or attitudes, 
can result from training of tho administrator In tho ac- 
cepted methods of interviewing* Such training could well 
be done in a manner similar to (and possibly as a part of) 

^This research is being conducted by the Kaval Air 
"'cchnical Training Concisnd; the writer’s information was 
obtained from the staff research psychologist. Dr* t'ayo, 
in February, 1951* 
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th® trainlnc in poyoholo^lcfcl princlploa 
Initial section of this chapter* 

4* Counaqllnt^ aboard Ship 

Unlike the training of large nun:bcr« of ohlpboai’d ad- 
ministrators in the fundenentftla of military psycliolocy and 
the techniques of intorvlowing. It cannot he concluded that 
counseling could he taught on an extensive ecalo*^ Cer- 
tainly the complicated non-dlrectivc methods could not ho 
nasterod {or practiced) by one who could not devote years 
to the subject. These statements do not preclude, however, 
study ^■"t'ho part of tho Interested administrator having a 
genuine doairo to bo of help to those asking or needing it* 
Unless a person had a real interest in the field of coun- 
seling, an interent strong onoug^ to laotivato hir. to solf- 
study in the literature. It is doubtful whether ho could bo 
convinced in the time available aboard ship that such out- 
moded tochnlquoa as exhortation and giving advica ero in- 
effective. Tlio problom becomes one, in the opinion of the 
writer, of expoolng chipboard adninlstrators to the field 
of counseling ax^d of attempting to develop intoreat in tho 
work in individuals appearing to bo suited for it. In this 

^In planning this undortaJclng, the writer originally 
thought that a positivo cone luslch regarding coixnaoling in 
this respect could be roachod. 
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respect, oleaaos conducted by trained niedlcal sorvioo per- 
sonnel could be arrau£:ed. 

The study of counselins does not cpi^oal to ncny as 
does the study of intorvlewlng; it does not proviso the 
rewards of porscrial gains# For this reason, study in the 
field will probably rcnein for the rest part on an indi- 
vidual basis aboard ship# 

It was shown in Chapter VII that display of authority 
is a Esjor fault in tho counseling situation# Ihcre renain 
Kieny typos of personal problone, howovor, which would re- 
quii'o no such display' on the pert of a scrviconan-counaolor# 
I#uch holp could be given aboai'd ship by individuals willing 
to devote tho tine noccied to naater a significant ability# 



S» Personnol Bvaluation 

The probless of balancing tho noed for objective per- 
sonal perforcienco records with the need for pcrforr*^ce 
foma that nay be the basic of an intorviow with the person 
being rated was nentioned in the preceding chapter# 

’iliile the ferner need is unquestionably of groat to- 
portence, for tho purposes of this thesis tho latter need 
is considered to h.r.ve none irraediate offect on the noralo 
of shipboard personnel* 

The significance of personal evaluation ia greet; 
this was discussed In .several conte:s:tc— recognition and 
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dlociplino, Bnons othors. Without ropeating thooo tenota, 
it in juatlfiablo to otcto that over a forKi&l per- 

romance report with a superior io of great benefit to 
tho ono being rated. It further tonde to keep the rater 
oboervant for tho fiualitioa or abilitieo tliat he knows 
will bo rated# 

That this review is infrequently conducted i» well 
Imown to service personnel* Often a reluctance to discuss 
ratings is noted; a subordinate is shown his report, askod 
if ho has any questions (ho seldom has), and tho episode 
is over# While the officer Fitness Report Fom has pro- 
vision for indicating if tho ratoo has seen the roport or 
not, he is not required to bo shown the content of tho re- 
port unless it is unfnvorcsble or unsatisfactory, Hie en- 
listed Quarterly *!£irks Card lias no similar provision# 

If objectivity in a rating form, sucli as could well 
be obtained by the use of the forcod-cliolce format, is to 
bo sacrificed to pemsit use of a form that may be made 
understandable to the person being rated, then it is 
reasonably concluded that steps should bo talcon to Insure 
the roport is actually reviewed in a meaningful marjcor by 
the rater in a private session with tho ratoe# 
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